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Abstract
In recent years, the increasing number of women at the lower positions in the
hospitality industry and their underrepresentation in top management positions
has made women’s status in the industry a great concern. The purpose of this
study is to examine the career progression of female graduates in the Irish
hospitality industry.

A qualitative approach in the form of in-depth interviews of twenty-one female
middle and senior managers in the Irish hospitality industry provided the
opportunity to gain insights into their experiences and barriers faced in advancing
their careers to senior management positions.

The results of the current study identify the challenges that female managers
face in career progression. The main barriers highlighted include an out-of-date
hospitality education programme,

lack of organisational policies,

networking opportunities, and an inability to access female mentors.

lack of
These

barriers are created by the relationship between organisational culture, policies
and attitudes, which typically collide with the career phase when women have
young children.

Whilst organisational policies were evident in the workplace,

there was a strong sense that these policies were relevant to those in middle
management positions and need to be addressed at a more senior level to
encourage career progression.

Additionally, hospitality education programmes

need to be evaluated to ensure their relevance to an ever-changing hospitality
industry.

The current study illustrates that female hospitality graduates are ambitious,
however, the support of the hospitality industry and hospitality educators is vital
to ensure their career progression to senior management level.

Finally, the

findings should not only be of academic concern, but should also be beneficial for
industry leaders and practitioners.

Chapter 1: Introduction

1.0 Introduction

In order to contextualise this study, this chapter begins by presenting two issues.
The first of these two issues is the significant rise in the number of women
entering both the global paid labour force and the hospitality industry in Ireland in
recent years.

Despite this well documented increase, the number of women

occupying senior management positions in the Irish hospitality industry is in stark
contrast to the large number of senior management positions occupied by men.
The foundation for this study, therefore, draws its initial focus from the question,
why are there so few women in senior management positions in the Irish
hospitality industry?

The second issue that this thesis explores is whether hospitality education
programmes are preparing candidates sufficiently for the hospitality industry and
if the course content is relevant to the ever changing hospitality industry of today.

Many academics have raised the issue of an insufficient level of females in
senior management positions in organisations worldwide. There is an abundant
literature highlighting that hotel managers report both dissatisfaction with their
career progression and intentions to leave (Carbery et al., 2003). There is limited
data, however, on female career progression in the Irish hospitality industry.

Analysing the Irish hospitality industry and understanding the reasons behind the
dearth of senior female managers should be of significant interest to both
organisations in the hospitality industry as well as hospitality educators.

A

number of challenges exist in this regard. The challenge for organisations rests
in maximising the competitive advantage provided by their ‘human resources’
and to address the shortfall of female managers in much of the developed world.
The challenge for academics in this regard is to hypothesise, to theorise and to
provide empirical evidence in relation to the effectiveness of the courses they
provide for preparing students for careers in hospitality management.

Derived

from these challenges, the rationale for this thesis and the central research
objectives

are

set

down.

This

chapter also

summarily

presents the

methodological approach chosen and the structure of the thesis is outlined.

It is hoped that the results of this study will help highlight the challenges that
female managers face by increasing awareness of the obstacles which inhibits
their progression and advancement to more senior positions in the Irish
hospitality industry.

1.1 Background to the Research

The performance of the Irish economy in the latter years of the 1990s and
throughout the 2000s has received international acclaim as a tremendous
success story (Burnham, 2003). Today, however, as most of the world economy
is suffering from poor economic growth and increasing unemployment, the Irish
economy is no different showing a projected decrease in tourism numbers and
limited employment creation possibilities in the Irish hospitality industry (ITIC,
2009).

The tourism industry is of significant economic importance to Ireland. In 2008,
over 15.8 million overseas and domestic tourists visited Ireland, bringing

approximately €6.3billion to the economy, accounting for 4 percent of gross
national domestic product (CSO, 2009). During the economic boom, measures
have been taken in the Irish hospitality industry to improve its image, introducing
human resource policies as well as career planning and mentoring policies,
however, there is a danger that in times of an economic downturn that the
industry will revert to bad habits and shelve all progress it has made in recent
times.

Tourism is ranked as the country’s sixth-largest employer, accounting for 16
percent of Ireland’s total employment (CSO, 2009).

Despite the economic

downturn, the tourism industry in Ireland faces the persistent challenge of
recruiting and retaining a skilled labour force. Labour turnover is nearly double
that of other industries and the skills gaps among tourism staff, particularly
managerial/supervisory staff, are greater than in any other industry (Martin et al.,
2006).

Researchers have repeatedly cited that low pay, non-standard working

conditions, unfavourable management styles and poor image are the main
causes of the employment problems of the tourism industry (Jolliffe and
Farnsworth, 2003 and Jameson, 2000).

Whilst these statistics relate to the

hospitality industry as a whole, including both male and female employees, this
study will focus on female managerial staff only. This understanding helps to set
the aims of this research - to investigate the key factors impacting the career
advancement and progression of female managers in the Irish hospitality
industry.

The study starts with an overview of the general patterns of

employment and hospitality employment in Ireland, followed by an account of
organisational practices in relation to careers in the Irish hospitality industry.

Some surveys have been conducted in Ireland relating to the proportion of
women in senior management positions (Dobbins, 2007). For instance, a report
sponsored by employer body, the Irish Business and Employers Confederation
(IBEC), by Goughian (2002), concluded that the presence of a glass ceiling
means that there is a low level of female representation in senior management

positions. This glass ceiling, it is argued, is created by a number of structural
and attitudinal barriers. The following data illustrates the number of women in
senior positions by sector:

•

Corporate Ireland Managing Director: 3 percent

•

Senior manager: 21 percent

•

Middle manager: 23 percent

These findings are complemented by the results of a survey of over 6,000
managers and professionals conducted by IBEC, which indicates that very few
women reach senior management positions. When these three categories are
combined, women make up only a quarter of all managers. Moreover, the more
senior the position the wider the gender gap becomes. The proportion of women
to men is less unbalanced at junior management and professional levels, where
45 percent of employees are female (Dobbins, 2007). In relation to differences
across functional areas, HR/Personnel is the only function where there are higher
proportions of women than men at senior management level (Dobbins, 2002). In
addition, almost four out of ten heads of function/senior managers in service
sector companies are female, in comparison to two out of ten in manufacturing,
sales and distribution. Company profile is also an important factor. For instance,
more female chief executives are likely to be found in small companies, in Irish
owned companies, and in the service sector. At the next level of management,
the larger the company; the less likely it is to have female heads of
function/senior managers (Dobbins, 2002).

According to the Quarterly National Household Survey (QNHS) data for Ireland,
in the third quarter of 2009 there were 2,202,300 persons in employment.
this, 970,300 were females.

Of

The female labour force participation rate as of

quarter three 2009 stands at 54.3 percent as illustrated in Table 1.1.

Turning to the full-time and part-time data, of the 970,300 women in employment,
there are 586,900 women classified as full-time and 295,600 part-time.

The

number of women in part-time employment exceeds the number of men by
179,100. The Quarterly National Household Survey also provides survey data on
the proportion of men and women in senior positions in quarter three 2009. The
number of women classified as managers was 110,000 and administrators,
however, it does not break this down further into occupation.

Table 1.1: Irish Women’s Employment Rate 2005-2009

Ireland: Employment rate: 2005-2009
% of population aged 15-64
Ireland
Year

Men

Women

2005

72.5

52.0

2006

73.4

53.1

2007

73.3

54.4

2008

72.2

53.9

2009

70.9

54.3

Source CSO: Men and Women in Ireland, 2009

Although women now comprise a greater proportion of managers than in any
previous era, the situation remains one of a significant imbalance (Powell and
Butterfield, 2003).

In Ireland in 1971, women comprised 4 percent of all

company directors and managers. At that time, however, only 28 percent of all
women of working age were employed in the Irish labour market.

The situation is surprisingly little different today, despite the increase in female
participation rates and the rhetoric of equal opportunities legislation and
organisational policies.

In the most recent Irish comprehensive study, which

surveyed 6,000 managers, women comprise just 8 percent of chief executives

and 21 percent of senior managers, despite a female participation rate of 50
percent (Goughian, 2002).

Table 1.2 below illustrates the findings in relation to the numbers of women in
management in business from Goughian’s study.

Table 1.2 Women in Management in Business in Ireland

Levels l-IV

Males

Females

Total

Female as %
of Total

I: Ghief Executives/MDs

260

23

283

8

II: Heads of

984

271

1255

22

III: Middle Managers

1245

551

1796

31

IV: Junior Managers

1464

1214

2678

45

Totals

3953

2059

6012

34

Functions/Senior
Managers

Source: Goughian, 2002

The figures available for female employment in the Irish Givil Service, or public
sector, are noteworthy, as it is one of the largest employers in Ireland. Since the
mid-1980s, the Givil Service has advanced both policy and strategy, aimed at
promoting positive action and equal opportunity for women (McGarthy, 2004). At
the lowest grades (clerical grades) however, the majority (81 percent) of staff are
female, while in contrast, just under 6 percent of the most senior positions, that of
Secretary General level, are female (GSO, 2006).

The Irish hospitality industry relies heavily on female employees.

One of the

features of recent developments of the Irish labour market has been the sharp
and sustained increase in women’s labour force participation and employment.

Women’s share of total employment increased from 37 percent in 1993 to almost
54 percent in Q3 2009 (CSO, 2009).

This represents the continuation of a trend from the 1980s: the female share of
total employment was only 29 percent in 1981 and less than 33 percent in 1988
(O’Connell, 2000). This trend continued in the 1990s and 2000s with the majority
of year-round employees in the Irish hospitality industry being women at 57
percent (Tourism Business and Employment Survey, 2006). Employment in the
Irish hospitality industry has, however, decreased by 4 percent in 2009,
compared to a projected increase (CSO, 2009). Some 9,000 people joined the
Irish hospitality industry because of business expansion from Q2 2006 to Q3
2008, however, this does not take into account the additional people who were
required to replace those departing the industry (CSO, 2009). There has since
been a decrease of approximately 6,000 personnel in the industry to Q3 2009,
however, despite the decrease in employment numbers, it emphasises the need
for education and training policy in the hospitality sector.

The projected

contraction of employment in the Irish hospitality industry to 2010, when
considered within the context of the question of available labour supply, presents
an urgent agenda for those concerned with retention in the industry (ILO, 2010).
The hospitality industry will be required to ensure that organisations have good
policies in place to maintain quality employees and retain competitive advantage
in the industry.

Whilst women were encountering barriers to career progression in the Irish
hospitality industry, they were also making strides to educate themselves to
enable progression in the industry. The Irish education system has developed
over the last number of years to include specific hospitality programmes geared
towards a career in the industry. Such courses have been developed to a very
high standard and to a degree level. The importance of these courses and their
relevance will be evaluated in this study.

According the Quarterly National

Housing Survey, as of the third quarter 2009, the proportion of women, out of a

total labour force of 970,300, approximately 24 percent had attained a third level
honors degree or higher.

Of this, 93 percent were in employment.

The

percentage of female third level graduates with an honors degree is only slightly
behind that of their male counterparts (CSO, 2009).

In terms of information on training provided by employers, the Irish Business and
Employers Organisation (IBEC) Human Resources Management Survey 2008,
covering 400 companies employing 145,000 people, concluded that employers
are continuing to increase their commitment to training, with seven out of ten
companies having a training budget, resulting in an average company spend of
3.15 percent of payroll.

IBEC notes that ‘encouragingly’, 75 percent of

respondents are designing and/or delivering training directly to staff, compared to
68 percent in 2002. The main findings of the IBEC survey showed that there is a
call for initiatives within the workplace to promote the supply of childcare and
family-friendly provisions. The implication is that these initiatives could help to
reduce the gender gap within the hospitality industry in Ireland.

While career research continues to thrive, the majority of research in recent
years has focused on how the shape of traditional career paths has changed in
the face of increasing economic uncertainty (Garvan et al., 2006). Research has
also focused

on

changing

organisational

career management

practices,

individual career planning strategies and the emergence of new career models
(Flores et al., 2003).

According to Sharf (2002), flexibility and change have

replaced stability as key career planning and counselling concepts.

Betz and

Voyten (1997) argue that irrespective of these environmental changes, for many
individuals there is a significant amount of stability within their careers over time.
For this reason it is legitimate to study how female managers advance within the
hospitality organisation setting.

Feldman (2002) postulates that managerial

career dynamics are best understood by examining managers’ experiences over
time.

Sullivan (1999) hypothesised that careers are neither static nor

exceptionally

dynamic;

they

evolve

over

time

and

are

influenced

by

characteristics of the individual as well as by organisational factors.

The research literature conveys conflicting and different messages concerning
the locus of responsibility for career and the extent of job tenure. While there is
evidence of declining job tenure, Carbery et al. (2003) postulate that managers
are still likely to stay in organisations that provide advancement, learning and
mentoring opportunities (Allred et al., 1996). There is evidence that managers
expect career advancement as a norm in organisations and consider that the
organisation has the primary responsibility to ensure that it happens.

On the

other hand, contemporary career models emphasise that the individual manager
has responsibility for managing career and employability (Hall and Moss, 1998).

While some work has been conducted on career progression of the Irish tourism
and hospitality graduates (O’Leary and Deegan, 2005), there has been little
research into the career progression, development and retention of female
graduates in the Irish hospitality industry.

It is hoped that the results of this

research will highlight the challenges faced by females in the hospitality industry
in their quest for senior management positions by identifying the factors that
inhibit their advancement in the hospitality industry.

It is envisaged that the

findings in the current study will not only be of academic concern, but will also be
beneficial for industry leaders, female managers and practitioners in practical
application.
Employment at elementary levels of the hospitality industry experiences the most
severe skill shortages and the employment at managerial levels is even more
problematic in terms of skill gaps. According to Skills Dialogue (2002), the skill
gaps within managerial occupations were the second highest at 25.8 percent
versus 13.8 percent for the other occupations.

Overall, the British tourism

industry had fewer than 16 percent of managers and supervisors appropriately
qualified compared with over 50 percent in other industries (Martin et al., 2006).

Despite the increased numbers of women both participating in the workforce and
achieving management positions, the evidence is that for the majority,
advancement to the very highest levels is rare and that the “glass ceiling” still
exists (Meyerson and Fletcher, 2000). The gender segregation in occupations
has meant that women remain concentrated at the bottom of the career ladder
even in those areas that are traditionally female-dominated. Female managers in
every country remain a tiny fraction of those in senior positions (Linehan, 2002)
and, although female managers have high levels of education and a desire to
progress in their careers, it remains that few achieve the same status or salary as
their male counterparts (Chenevert and Tremblay, 2002). Surveys by the Equal
Opportunities Commission (Neathey et al., 2003; EOC, 2002) show not only that
the pay gap between men and women has remained static but also that men
tend to be promoted more quickly.

According to Ankar (1997), occupational segregation by gender is extensive in
every region, at all economic development levels, under all political systems and
in all diverse religions, social and cultural environments.

As previously

highlighted by Meyerson and Fletcher (2002), females tend to occupy more junior
and middle management positions, many of which are occupied within the
service industry and public sector, such as the hospitality industry, the education
and health sectors. Gender segregation in occupation occurs everywhere, be it
in the developed and developing countries, thus perpetuating gender inequalities,
thus effecting female career choices and what positions are readily available to
them. Such occupations as described above often require little education or skill
and are generally at the lower end of the salary scale (Wirth, 2001).

According to Wirth (2001), a more detailed analysis of the aforementioned
occupations would highlight the more prominent existence of gender segregation
in the workplace, with men occupying the more senior positions within each
occupation.
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Whilst female participation in the paid labour-force in Ireland has increased over
the last number of years, there is still a notable scarcity of females occupying
senior and executive management positions and no-where more evident than the
Irish hospitality industry.

According to the most recent findings of the CSO

(2009), gender segregation within the Irish workforce is still very much evident
across all occupational spheres.

Adler (1995) once commented that, the single most uncontroversial, indisputable
statement one can make about women in management is, that there are very few
of them. Cross (2010) highlights that little has since changed. Despite the Celtic
Tiger in Ireland over the course of the last decade and the increase in women’s
participation rates in the paid labour force, it is not paralleled within the
management levels of organisations.

Interestingly, according to the IMD World Competitiveness Yearbook 2009,
Ireland when compared to fifty-seven other economies in relation to numbers of
women

holding

senior

organisational

and

political

positions

and

its

competitiveness in the global environment, Ireland ranks 19'^, down from 12^^
position in 2008 and from 5'*^ position in 2000. The Irish economy should take
note and ensure that practices are put in place to avoid a further decline in its
ranking in the global economy.

This study of female managers in the Irish hospitality industry will attempt to
provide answers to understanding the dearth of female managers in senior
management positions in this important economic sector.

Furthermore, managerial advancement in hotels is frequently unplanned and
unsystematic, there are fewer training and development opportunities, managers
experience work overload, have low levels of remuneration and experience
managerial stress (Deery, 1999; Riley et al., 1998; Baum, 1995; Price, 1994;
Zohar, 1994). This research builds on previous research in a number of ways. A
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combination of individual and organisation level variables is analysed, as
previous studies have less frequently combined them.

These variables are

measured through the lens of the respondent via the interview guide. The issues
raised in this study have implications for those involved in the provision of
tourism/hospitality programmes as well as tourism employers, particularly in an
Irish context, where there is an ongoing shortage of skilled workers in the sector.
Tracking studies usually only attempt to monitor graduates' entry into the
workforce and do not follow their career paths over time.

Finally this thesis will specifically examine and analyse the barriers which prevent
women from advancing their careers to senior management positions and also
analyses the barriers faced by women in an attempt to explain why there is a
relative scarcity of female senior managers within the Irish hospitality industry.
The relative scarcity of women in senior management positions in this sector has
received little attention in the extant Irish research literature, and in particular,
there is a lack of empirical research specifically detailing the experiences of
female managers in this sector.

1.2 Rationale for the Study

With organisational policies and education in the hospitality industry playing a
key role in the career progression of females within the industry and especially in
the wake of the current economic climate, it is logical to turn to female graduates
of third-level hospitality degree programmes who are currently in employment in
the Irish hospitality industry for insights into what has enabled or disabled their
career progression to date.

Career progression amongst female managers has been a causal factor for a
number of years. The lack of female career progression in the Irish hospitality
industry is becoming a significant problem in the current industry and unless
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radical changes are applied, the Irish hospitality industry will face a continued
dearth of qualified and competent female managers in the future. Evidence is,
however, needed to uncover and support possible barriers experienced by
females in the hospitality industry that has and is effecting their career
progression. The study of the relationship between organisational barriers and
third-level education in an Irish context can serve as a significant contribution to
answer the question of 'why are there so few women in senior management
positions in the Irish hospitality industry’.

The results of this study can help to support the lack of research findings on
female career progression in the hospitality industry in Ireland.

The study of

female career progression is well documented in other industries and in other
countries, however, little is documented in Ireland and notably the hospitality
industry owing to the small number of female senior managers in the industry.
One of the purposes of this study, therefore, is to evaluate female career
progression and the barriers associated with achieving ones goals within the
industry.

The objective of this study is to provide empirical data and unique insights
regarding the career progression of female hospitality management graduates.

From the graduate’s perspective, the research aims to discover:

•

Skills which they perceive were not provided on third-level education
programmes

•

What improvements can be made to third-level education programmes
to further long- term career development of female graduates

•

Factors affecting their career decisions since leaving college and the
effects this has on today’s hospitality industry

•

Challenges and barriers towards upward mobility in management

13

•

Improvements for career progression

and

development

in

the

work place

Much of the existing research on women’s career development has highlighted
that women with children may be choosing to put their careers on hold or leave
the industry, as a direct result of a lack of organisational barriers, notably family
friendly and work-life

balance policies in the

industry

(Doherty,

2004).

Addressing this specific issue and exploring related issues will expand our
current level of understanding of why there are so few senior female managers,
particularly in the Irish Hospitality Industry.

According to Davidson and Burke

(2000), organisational leaders recognise that it is their ability to attract and retain
the best employees is critical to their organisational success. Schwartz (1992),
however, highlighted that organisations are failing to maximise on women’s
contribution to the workplace and more emphasis needs to be placed on
incorporating policies into the workplace to encourage women’s growth and
participation within an organisation.

An extensive review of the literature, presented in Chapter Two, coupled with the
specific focus of this study, led to the evaluation of both hospitality education
programmes and organisational factors in an attempt to provide answers to the
main research question of these two areas. This study sought to address both
hospitality education programmes and organisational barriers in-depth and
additionally to report, discuss and analyse other relevant issues which arose
during the collection of data.

The following section highlights the research

methodology chosen to achieve the central objectives of the study.

1.3 The Methodological Approach

While Chapter Three details the methodological choices, it is appropriate to
briefly outline the approach adapted to the collection of primary data in this study.
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In addressing the central objective of this thesis, it was necessary to adopt a
methodological approach which provided the opportunity to gain insights into the
organisational and career experiences and perceptions of female hospitality
graduates in the Irish hospitality industry.

This led to the choice of a qualitative paradigm, as Gill and Johnson (2002) note,
the objective of an interpretative approach ‘is to understand {verstehen) how
people make sense of their worlds, with human action being conceived as
purposive and meaningful rather than externally determined by social structures,
drives, the environment or economic stimuli’.

This approach ‘stresses the

importance of the subjective experience of individuals in the creation of the social
world’ and emphasises the analysis of subjective accounts and ‘getting inside’
situations (Burrell and Morgan, 1979).

The emphasis in this approach is not on collecting precise data, but on context
laden, qualitative information, from which theories can be built, not tested.
Following this approach, in-depth face to face interviews were chosen as the
most appropriate data collection tool.

Twenty-one female hospitality management graduates participated in this study.
This number allowed the generation of a rich data set with potentially different
perspectives and experiences. Men were deliberately not included in the sample
for this study.

As McGee-Calvert and

Ramsey (1992) argue, the study of women in

management has not experienced ‘any dramatic leaps forward in quite a while’,
because using men as a standard of comparison and ‘adding’ females to the
sample has not really changed the nature of the research.

This study has,

therefore, taken as its starting point, the unique perspectives and experiences of
female

hospitality

graduates.

From

these

different

viewpoints

and

understandings, new insights into the career aspirations and career progression
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of female hospitality management graduates can be developed; which in turn
should assist in the generation of new perspectives on why are there so few
female senior managers in the Irish hospitality industry.

1.4 Outline of the Thesis

This thesis follows a well-established pattern in its structure and the sequence is
set out as follows:

Chapter 2 builds upon the introductory chapter and provides a review of the
extant literature.

This review begins by exploring the factors affecting the

increase in women’s participation in the paid labour force which was outlined in
Chapter One. It also acknowledges that although the numbers of women in the
Irish hospitality industry is high, the number of senior managerial positions held
by women is low; and therefore examines the key factors which have resulted in
these low numbers.

The concept of the glass ceiling is examined and an

explanation sought as to why there are so few senior female managers in the
Irish hospitality industry. The final section of Chapter Two focuses on the impact
of gender discrimination and sexual harassment in the workplace and illustrates
that through effective career planning and development, many obstacles can be
overcome in order for females to progress their careers to a more senior level.

Chapter 3 sets out the research philosophy and methodology and the tools
employed in this research.

The chapter begins by briefly outlining the

philosophical dilemma facing the social scientist. The choice of, and rationale
for, the research methods employed are considered. The appropriateness of the
qualitative paradigm and the use of in-depth interviews for primary data collection
in this study are justified.

This chapter then focuses on the selection of

respondents, details the interview process and describes the data analysis
techniques used in the study.
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Chapter 4 reports the main findings from the research conducted with twenty-one
female third-level hospitality graduates.

The findings are presented in five

thematic sections, which mirror the construction of the literature review.

This

chapter begins by examining the career aspirations and career choices of the
female graduates in this study.

The third-level courses completed by the

graduates are analysed to challenge their relevance to today’s hospitality
industry and to investigate whether they adequately prepare graduates for
today’s industry. Following on, it also explores the organisational barriers faced
by these females when trying to progress their career to a more senior level. The
final section of Chapter Four examines the factors that have assisted these
females overcome the organisational barriers and progress their careers and
compares and contrasts how they differ for males within the industry.

Chapter 5 presents the analysis and discussion of the findings in this study. This
analysis is presented thematically, using the context of the research objectives
and questions posed in Chapter One, and the literature presented in Chapter
Two.

The discussion aims to highlight how the current study confirms,

challenges, and adds to previous literature in the field of women in management.
Chapter 6 the final chapter, seeks to effect closure for the reader, by offering a
synthesis of the evidence and a discussion of the contribution of this study to the
literature.

The chapter concludes by detailing the limitations inherent in the

study, proposing implications for organisations and suggesting directions for
future research.
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Chapter 2: Literature Review

2.0 Introduction

This chapter builds on the previous chapter, by initially examining the rationale
for the rise in the numbers of women in the Irish paid labour force.

It also

identifies the increase in the numbers of women holding management positions
in the Irish hospitality industry.

Not withstanding the increase of female

participation to 61.5 percent in 2007 (CSO, 2007), Ibucon Ireland estimates that
less than 3 percent of top executives in Irish industry were female in that year. In
examining this issue, the glass ceiling is a useful metaphor in understanding the
dearth of women in senior management.

In this chapter the emergence of the

glass ceiling and its constituent elements are explored. The final section of the
chapter examines the career development and progression of females in the Irish
hospitality industry.

Career development models are identified, however, their

focus is primarily on men’s careers with little attention paid to the progress of
women’s careers, which may unfold differently as a result of their broader life
contexts.

The focus of the remainder of this chapter is on female career

progression in the Irish hospitality industry, the challenges they face and the
structures that have been put in place both in the Irish hotel and restaurant
industry to encourage female career development and progression. The relevant
literature will be reviewed under the following five sub-sections:

1. Factors affecting the increase in the numbers of women in the Irish workforce
2. Gender balance in the Irish hospitality industry
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3. Gender and career development issues in the Irish hospitality industry
4. The Glass Ceiling
5. Career progression and career development of women in the Irish hospitality
industry

An extensive review of the literature has been carried out in the following areas
to support the information contained in this chapter:

•

Women in Management

•

Career Development and Career Theory

•

Glass Ceiling

2.1 Factors Affecting the Increase in the Numbers of Women in
the Irish Workforce

The nature of Ireland’s workforce has changed radically in the past twenty years
and women, whether for personal or financial reasons, are now an established
part of the workforce. Female participation in the paid labour force has steadily
increased over the last few decades.

An ILO Report (2007) recorded that in

2006, some 40 percent of the worlds’ workforce were women, a significant
increase over the previous 10 years and one which has been mirrored in the Irish
labour force.

The modernisation of the Irish economy and society in the twentieth and twenty
first century has, as elsewhere, been accompanied by a sharp rise in female
participation in the labour force. The number of women in the Irish workforce has
increased steadily in recent years, from 25.7 percent in 1971 at a time when only
14 percent of all women at work were married, and just 4 percent of all company
directors and managers were women (NESC, 1991).

By 1997, however, the

employment rates for both men and women at 69.1 percent and 45.0 percent
19

respectively, were below the corresponding EU rates of 70 percent and 51.4
percent.

A more recent review by the CSO (2009), found that there are 2.2

million in employment in Ireland. The employment rate for females aged 15-64
was 61.5 percent in the third quarter of 2007, which compares with a rate of 60.3
percent one year previously (CSO, 2007), however, this had subsequently fallen
to 54.3 percent in quarter three 2009. Although women’s participation in the Irish
workforce has seen a significant increase during the recent years to 2007, the
Irish female participation rate was higher than the EU average and exceeded the
EU Stockholm Council target for female employment of 57 percent and had
exceeded the 60 percent Lisbon target set for 2010 (finfacts.com, 2005). It still
remains lower than many of its European neighbours.

The rate of growth in

female employment in the Irish Labour Force in recent years has exceeded that
of male employment figures. Between 1993 and 2007, the number of females in
regular employment grew by 35 percent, compared to a 16 percent increase in
regular male employment over the same period (CSO, 2007).

Recent years have seen a significant rise in the numbers involved in part-time
employment as a means of balancing career and domestic needs. While males
continue to dominate in regular full-time employment, females make up by far the
largest proportion, 75 percent, of the regular part-time labour force (EEA, 2005).
The proportion of Irish women in part-time work is 4 percent lower than the
European average proportion of 81 percent (Eurostat, 2005).

Of all the women in the Irish workforce, 80 percent are employed in the service
sector which includes the hospitality industry (EEA, 2005).

Numerous, well-

documented reasons are proposed for this increase (Coughlan, 2002).

Some

key causes can be identified, namely, the increase in the number of females
undertaking third-level education, the removal of the ‘marriage bar’; a drop in the
birth rate, the increase in flexible working hours and the increased cost of living.
Each of these issues is discussed below.
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2.1.1 Irish Female Participation Rates in Third Level Education

Internationally, there is a growing body of research on women’s transitions out of,
and back into, the labour force (Blossfeld and Drobnic, 2001; Jonsson and Mills,
2001; Macran et ai, 1996; Joshi and Hinde, 1993). In Ireland, there has been
considerable interest in women’s labour force participation and education (Walsh,
1993 and Callan and Farrell, 1992). The increase in female employment rates
has been supported by the increase in the numbers of women undertaking third
level education. From 2000, there was been a steady increase in the number of
both men and women participating in third qualification education.

Whilst, the

percentage of men increased from 27.5 percent in 2000 to 34.9 percent in 2005,
the corresponding increase for women was, however, greater, moving from 30.5
percent in 2000, to 43.7 percent in 2005 and to a new increase of 55.6 percent in
2007 (CSO, 2007). A report from the Economic and Social Research Institute
(2005) drawing on a national representative survey of over 2000 recent Irish
graduates, highlights this divergence.

They argue that the occupational

differences between the genders reflect highly gendered patterns of subject
choice at third-level. They further note that subject choice and choosing to work
in female-dominated occupations play a significant role in the disparity between
female and male pay, particularly in the private sector.

One important trend for the future of the Irish manager is the increasing number
of females studying business, economics and social studies. This has resulted
and will result in a further increase in female participation in the Irish labour force.
To date, however, there is still a relatively small body of research on the
characteristics and experiences of women trying to return to the labour market or
to education/ training in Ireland.
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2.1.2 Marriage and Work Outside the Home

One of the key causes identified in Ireland which has resulted in changing
attitudes concerning the role of women in work and society is the removal of the
marriage bar.

Under the marriage bar, which was abolished in 1973, women

working in the public and civil service had to resign as soon as they married.
Only upon its removal were women allowed to remain in the paid labour force
after marriage.

In addition to the marriage bar, females were discriminated

against by the Government’s taxation policy which considered that their earnings
as a married woman was, for taxation purposes, to be her husband’s money
(O’Connor, 2000).

Government policy was subsequently amended in 1997 to

enable married women to be taxed separately or on a joint basis - a decision
each couple could make with respect to their earnings.

In contrast with the

theory, married women are effectively taxed more heavily than single individuals
in most OECD countries, providing scope for a move to neutrality.

The high

taxation of married women was traditionally explained by the system of joint
household taxation, in which the income of the second earner is subject to higher
tax rates because it is pooled with the first-earner’s income. While most OECD
countries applied joint taxation of couples at the beginning of the 1970s, almost
all countries now have separate taxation or at least offer the option of separate
taxation for couples.

The last two decades have seen a dramatic change in the attitude of Irish society
towards married women working outside the home. In 1971, only 14 percent of
the total female workforce was married, compared with 54.2 percent in 2008
(CSO, 2008).

A further trend is an increasing number of females deciding to

defer marriage until a later age than in the past or deciding not to marry at all.
The Central Statistics Office (2007) reports that there has been a decline in the
marriage rate of 13 percent in the past decade.

22

A study carried out by BUPA (1999); of women in the higher wage bracket found
that 75 percent of those surveyed believed that being single is an advantage
when going for a job interview, while 39 percent felt that getting married
influences female career paths.

A recent ESRI Report (2009) concluded that

neither marital status nor the work situation of women’s partners impacted on the
transition to either part-time or full-time work.

It was identified, however, that

having a child under five years of age impacts negatively on the transition of
females to paid full-time work. The issue of children is further analysed in the
following section.

2.1.3 Having Children Later in Life and the Decline in Traditional
Family Support Structures

A CSO report (2007) has confirmed a drop in the Irish birth rate of 29 percent
over the last decade.

It appears that women are increasingly likely to develop

their careers before having children, resulting in the largest proportion of all births
were to females aged 30-34. According to a survey carried out by BUPA (1999),
75 per cent of the women surveyed believed that having children affects their
career prospects to such an extent that 13 percent of those surveyed stated that
they delayed putting off having children because of career aspirations.

There has been a gradual breakdown in the level of support available from the
extended family to couples or single parents raising children.

This may be

because other females in the family, such a grandmothers, sisters and aunts also
remain in the workforce longer or are increasingly to take on the role of substitute
parent in the home (ESRI, 1998).

A survey of Irish childcare arrangements (ESRI, 2009), found that 17 percent of
all children up to the age of nine years of age are in paid childcare suggesting a
gradual breakdown in the level of support available from extended family
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networks.

The availability of adequate childcare can assist in preventing or

reducing skill shortages in particular areas of the Irish workforce. Compared to
most European countries, childcare provision for pre-school children in Ireland is
uncoordinated, variable in quality, and in short supply (OECD, 2004).

Ireland

also has the highest childcare costs as a proportion of average earnings in the
EU15 (Expert Working Group on Childcare, 1999). Compared to other Northern
European Countries and continental Europe, where there is more emphasis on
state provision, state support in Ireland is indirectly provided in the form of grants
to encourage private and community sector provision.

Despite some change

over the last decade there is still practically no state provision for children under
four years of age, no after-school programme and no tax relief for the cost for the
cost of childcare.

Due to an unprecedented growth in Ireland’s economy in the last decade, there
was a subsequent increase in the demand for labour in Ireland for both men and
women.

This lead to the significant increase in female participation in paid

labour. During the peak of the Celtic Tiger, both parents typically worked outside
the home which raised the issue for many of high-quality, affordable childcare
due to the diminishing support of family structures.

Within the last two years,

however, as a result in the downturn of the economy, whilst women are
remaining in the workforce, many men are now assuming the role of carer within
the family structure. This does not, however, diminish the fact that the
Government needs to address childcare issues to enable parents engage in paid
labour.

Upon examination of the Irish hospitality industry, a study was conducted by
O’Leary and Deegan (2005) which reported that approximately 5 percent of Irish
hotels offer on-site creche facilities, 5 percent have a play room and 47 percent
offer babysitting services to their customers. The research identified six hotels
that have extended this service to staff. When asked if on-site creche for staff
children would be a viable option, both the Irish Hotel Federation and hotel
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employers questioned the business case/ economic viability of such an option.
Where creche facilities had been made available, a number of employers found
that the pool of both managers and staff available to cover unsociable hours
increased, (O’Leary and Deegan, 2005). A number of female middle managers
in focus group discussions believed that they would be more inclined to (i) stay in
full-time work (ii) stay with a particular employer should creche facilities be
provided.

It was believed that a higher female staff retention rate could be

achieved should on-site/ subsidised creche facilities be provided.

Dobbins (2007) reflects on the significant barrier posed by the lack of affordable,
good quality childcare (especially for those who cannot command a high wage).
The effect of having young children (under 5 and 5-12 years) on the transition to
employment schemes was negative but non-significant. This may be due to the
considerable variability in provision of part-time employment options (Russell et
ai, 2002). These findings suggest that improved childcare provision and more
flexible training/education opportunities are essential to allow women who wish to
return to the workforce or progress within the workforce to meet their full
potential.

2.1.4 The Increase in Flexible Working Hours in the Hotel
Industry to Encourage More Women into the Workforce

Labour shortages are being experienced in many areas of the Irish industry, such
as the hospitality industry over the past number of years. O’Brien and Hayden
(2008) reported that ‘flexible working hours is now becoming a selling point that
gives companies the edge in hiring the brightest and best.

Flexible working

arrangements are advantageous to both employers and employees.

As the level of international business increases, demands of clients/ customers
come increasingly outside traditional hours. Advances in communications and
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information technology offer greater flexibility in working practice.

This was

supported by the launch of the National Workplace Strategy by An Taoiseach,
Mr. Bertie Ahern, T.D in March 2005.

It was the government’s blueprint to

transform Irish workplaces and build a highly competitive, innovative and
knowledge-based economy for the future.

The strategy’s priority themes

included: promoting workplace innovation via the workplace innovation fund,
committing significant additional resources to the practical implementation of
innovative practices in Irish companies and organisations across all sectors
which included flexible working practices (Killeen, 2006).

Flexibility in the

workplace is important in attracting talent, retaining valuable employees, raising
morale and job satisfaction, improving productivity and reducing stress and
burnout (Richman et ai, 2008).

According to Friedman (2006), there are four

recognised key flexible workplace practices: flex-time, flex-career, flex-leave and
flex-place, and each are now outlined as follows

Flex-Time consists of the following six options;

Job-sharing - where one full-time job is divided between two people, sharing
benefits of the job equally (www.worklifebalance.ie). The ESRI/ UCD Business
Research programme (1995) found that almost 2 percent of the labour force
(13,300 people) was job-sharing in Ireland. A more report from the Department
of Social and Family Affairs (2008) found that from a survey of Civil Servants in
Ireland, of the total women job sharing (2,247), 42 per cent were doing so to care
for members of their family and a further 22 per cent cited other domestic
reasons. Only 13 women, less than one per cent, were job-sharing In order to
study.

It is more difficult to obtain an authoritative picture of the extent and

character of flexible, family friendly working arrangements in Irish commercial
organisations, in both the private and public sectors.

Flexi-time - where employers and employees negotiate hours of work that
are maximum advantage to both, usually Involving setting core or peak hours
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around which start and finish times are variable (www.carval.co.uk). The ESRI/
UCD Business Research programme found that the introduction of flexi-time in
Irish Companies improved time-keeping, reduced the need for overtime,
increased productivity and efficiency and boosted morale among employees.

Annualised hours - where an employees hours are worked out over a year
(often set shifts with the employee deciding when to work the other hours). This
practice is not common in the hospitality industry. It is more common with shift
workers (www.worklifebalance.ie).

Compressed hours - where the employee works agreed hours over fewer
days

(WWW

worklifebalance.ie).

Staggered hours - where employees have different starting, break and
finishing times from employees in the same workplace (www.worklifebalance.ie).

Home

working

-

where

an

employee

works

from

home

(www.worklifebalance.ie).

Flex-Career (task & capacity - multi-skilling & job rotation, training & transfer
opportunities, multiple points of entry, exit & re-entry),

Flex-Leaves (leave flexibility for single days, without pay, extended & special
leave),

Flex-Place (working regular scheduled hours from home or remote location,
opens market to mature age workers, workers in rural & regional areas).

The early 1990s saw government support to a growing, albeit limited, availability
of flexi-time and job-sharing in the civil service.

This trend is slowly filtering
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through Irish industry in general, including the hospitality industry which has been
known for its inflexible working hours and split shifts.

A BUPA Ireland 1999 survey found that 50 percent of respondents would
appreciate more support from their employers in the form of flexi-time, job
sharing and parental leave options (BUPA, 1999).

A further study by Failte

Ireland (2005) concluded that flexible working time for managers in the hospitality
industry is available, although on an ad hoc basis. The study found that many
employers had agreed to flexible working hours for management on an individual
basis. No employers, senior managers or recruitment agencies, however, could
identify a senior manager who worked on any basis other than full-time, they
identified individuals working part-time such as those employed in finance,
personnel, training, sales/ marketing and duty manager.

Of the middle managers surveyed by Failte Ireland (2005), 29 percent in hotels
and 42 percent in restaurants reported that job sharing was an option for some
staff; 23 percent and 31

percent respectively said it was an option for

management.

Flexi-time was thought to be available in 45 percent of hotels and 64 percent of
restaurants, and an option for managers in 33 percent and 47 percent of cases
respectively.

These figures, however, should be used with caution as many

middle managers misunderstood the terms ‘job-share’ and ‘flexi-time’ (Failte
Ireland, 2005). The hospitality industry requires managers to be knowledgeable
about policies and promote flexibility to help get the work done. It also requires
employees to consider the needs of the workplace, co-workers, their customers,
and the company when proposing flexible work strategies.

Only then, can

flexibility positively impact workplace effectiveness and the bottom line for the
hospitality industry in Ireland (Martinez-Sanchez et al., 2007).
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2.1.5 Cost of Living

An economic boom occurred in Ireland during the 1990s, known as the ‘Celtic
Tiger’ which resulted in an unprecedented demand for labour as well as resulting
in an exceptional increase in the cost of living in Ireland resulting in both partners
working outside the home.

As previously documented in section 2.1.4, the

hospitality industry experienced labour shortages over the last decade, however,
due to the increase in the cost of living, more females have been encouraged
into the industry on a part-time and full-time basis to bridge this gap.

The combination of all these factors has resulted in a significant increase in
female participation in the Irish labour force, however, there has been no
significant change in the numbers of women in senior management positions.
Like any good business which seeks to understand and meet the needs of its
different customers’ in order to stay competitive, employers in the hospitality
industry - consisting of the hotel and restaurant sectors, need to understand and
meet the various needs of its employees, including management in order to stay
in business. The retention of women in the workforce is seen as a critical issue
as much for employers as for the employees in order to alleviate skills shortages
and reduce recruitment and training costs as well as meet the increased cost of
living expenses often including childcare

(Holland et ai, 2007).

As long as

society and women see themselves as the primary carers in families, women
come to work with specific needs and are faced with specific barriers, one being
that they are required to work outside the home to cover the increased cost of
living whilst still fulfilling the childcare need.

Employers need to recognise and

address these issues in order to retain a good workforce and not just see women
in junior positions (Eurofound, 2009).

In recent years, the attitudes towards

women in Irish society have been required to change, to adopt acceptance of the
working mother. Women’s social function is no longer viewed as being solely in
the home (NWCI, 2005), however, there is still a way to go for women to reach
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the upper echelons of management. Labour Senator, Ivana Bacik has called for
a referendum to remove from the Irish Constitution what she described as
“outdated references” to the role of women (Irish Times, 2010). Article 41 of the
Constitution refers to mothers having ‘duties in the home’ and to women’s ‘life
within the home”, whereas nowhere in the current text is there any reference to
fathers.

The revised policy framework that would stem from such a constitutional
provision would enable both women and men to embrace more fully their many
social roles as carers and workers. Until such time as attitudes change to accept
the role of women in society, women will continue to enter the workforce to keep
pace with the rising cot of living, however, they will continue to struggle to
achieve management status.
slow process of change.

Black et al. (1992) hypothesises that it will be a

Following section analyses the gender balance and

whether the role of women in the hospitality industry reports similar findings to
the participation of women in the Irish labour force as a whole.

2.2 Gender Balance in the Irish Hospitality Industry

Despite the fact that women made up about 61.5 percent of the total Irish
workforce in 2007 (CSO, 2007), the 2007 salary survey of Ibucon Ireland
estimates that less than 3 percent of top executives in Irish industry were female
in that year. The Dublin Chamber of Commerce (DCC) undertook a study on
management and gender in Ireland among the country’s top twenty companies
and five financial institutions. The DCC study found that the numbers of women
in senior management positions in 1997 had changed little since 1991.

The study did find that the numbers of women at middle management level was
increasing rapidly. To a significant extent, the low level of involvement by Irish
women in paid labour could be attributed to a lack of labour market pressures, as
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the Irish economy has portrayed an historical inability to provide its population
with adequate employment, which was reflected in high levels of emigration.
More importantly Irish women have been excluded from the labour force by a
range of legislative measures, including a discriminatory social welfare system
and obligatory retirement on marriage for female public servants (Breathnach et
a!., 1994;.

Similar to the Irish labour force statistics, women in employment in tourism has
increased significantly over the last 10 years (CSO, 2007) and accounts for
approximately 60 percent of those employed in the tourism industry.

Women

represent the majority of the workforce in the Irish hospitality industry. They hold
over 42 percent of management positions (52 percent in hotels and 33 percent in
restaurants).

Despite the rapid increase in female participation in the paid labour force outlined
above, considerable evidence has been gathered that documents a dearth of
women in executive level positions in the hospitality industry not just in Ireland,
but internationally. A report by the Irish Business and Employers Confederation
(2002) illustrated that less than 3 percent of top executives in Ireland were
female.

These findings are complemented by the results of an Irish survey of over 6,000
managers and professionals conducted by Goughian (2002), which indicates that
very few women reach senior management positions. Women now account for
just 8 per cent of Irish chief executives, 21 per cent of senior managers, and 30
per cent of middle managers.

When these three categories are combined,

women make up only a quarter of all managers. Moreover, the more senior the
position the wider is the gender gap.

The proportion of women to men is less unbalanced at junior management and
professional levels.

An analysis of the statistical evidence on the number of
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women in managerial positions worldwide highlights that women’s increased
involvement in the labour force is not paralleled within the management levels of
organisations.

Interestingly, an international comparison of female managers is recognised as
being difficult to achieve, as official national classification systems include
differing categories of professional and administration staff, within the category of
manager (Davidson and Burke, 2000). Despite these definitional difficulties, it is
clear that women are not progressing into senior managerial positions at
comparable rates to their male counterparts.

Women are clearly a dominant

force in the hospitality industry, however there is evidence that there is a dearth
of women in senior management.

2.3

Gender and

Career Development

Issues in the

Irish

Hospitality Industry

Gender is the social dimension of being male or female.

Gender roles are

learned and can be affected by factors such as education or economics (Ning et
al., 2010). Gender roles vary widely within and among cultures and institutions
(Engenderhealth, 2005).

While an individual’s sex does not change, gender

roles are socially determined and can evolve over time.

Gender roles and expectations are often identified as factors hindering the equal
rights and status of women with adverse consequences that affect life, family,
socioeconomic status and health (www.engenderhealth.org). The term ‘gender’
also refers to the social construction of female and male identity.

It can be

defined as more than biological differences between men and women.

It

includes ways in which those differences, whether real or perceived, have been
valued, used and relied upon to classify women and men and to assign roles and
expectations to them (GDRC, 2007).

The legislation of the EU directive
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2002/73/EC has been welcomed, which aims to promote equal treatment for men
and women in access to employment, vocational training and promotion, and
working conditions. There is a belief, however, that legislative change has been
accepted more quickly than attitudinal change - something which will take time to
amend as females have been gender stereotyped for many years (Rumelhart,
1984) and it is quite evident in the hospitality industry.

Gender equality is based on the premise that women and men should be treated
in the same way. This fails to recognise that equal treatment will not produce
equitable results, because women and men have different experiences. Gender
equity takes into consideration the differences in women’s and men’s lives and
recognises that different approaches may be needed to produce outcomes that
are equitable (Ministry of Women’s Affairs, 1997).

There is an emerging

literature which suggests that men and women have quite different attributes and
these appear to be predominantly gender specific. Research by Van Vianen and
Fischer (2002) has shown the male dimension to be about the promotion of
independence, autonomy, hierarchal relations, competition, task orientation and
the establishment of status and authority. They suggest the female dimension to
be quite different - the promotion of a relational self, maintaining balance of life
activities, participation and collaboration within the organisation.

Increased attention has been given to gender issues in respect of both the labour
force employed in the hospitality sector, the need to provide added value in the
range of services produced, the capacity of this sector to create more jobs and to
sustain communities, and the need to tackle the specific issues concerning the
provision for families and women.

In order to further mobilise the hospitality

industry to redress gender inequalities, it is important to identify some of the
different issues for women and men in this sector.

Gender stereotyping is significant in the hospitality industry and is key to the
career development issues of females in the hospitality industry (Purcell, 1996).
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Gender stereotyping prevents women from occupying certain positions or
working in particular occupational roles.

Women are not afforded the same

career development opportunities as their male counterparts. One of the most
obvious in the hospitality industry would be that of gender separation in the
kitchen environment. Knutson and Schmidgall (1999) suggest there is a lingering
prejudice against women in kitchens.

They go further to identify gender

stereotypes for ‘lemale” type jobs and suggest that females dominate in human
resources, sales, housekeeping and front office.

Other studies highlighted gender stereotyping as an entrenched barrier that
working women have to overcome (Marshall, 1984).
reported similar findings.

Ng and Pine (2003)

It reported distinct departmentalisation of male and

female employment in the hotel sector. Almost all hotel departments, with the
exception of management are dominated by one gender or the other. Almost all
(96 percent) of porterage and maintenance are undertaken by men. Men also
hold 59 percent of bar/ nightclub jobs and 51 percent of the positions in the
kitchen. Women on the other hand, hold almost all of the jobs in the front office
at 93 percent, and accommodation departments have 89 percent. Women are
also the majority in the restaurant sector with 72 percent of women represented
there and banqueting representing 75 percent of women.

Swanijiung (1982)

comments on gender in the hospitality industry and noted that energy and hard
work are represented as the most important traits that contribute to the rise to
executive level.

Financial executives in the hospitality industry identify

communication, trust and perseverance as instrumental to their career success
(Cichy and Schmidgall, 1996).

In a study conducted by Brownell (1994),

interpersonal skills and determination rank highly as success factors among both
male and female hospitality managers.

Additionally, Knuston and Schmidgall

(1999) report that approaches women take to achieve executive level in the
hospitality industry are essentially the same as other industries, namely hard
work, patience and perseverance.

It does appear at the outset, the hospitality

industry demands the same skills from women and men and that both female
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and male employees can succeed in the industry if they have the necessary
qualities and work hard. Further studies, however, have shown that women and
men do not enjoy equal employment and promotion opportunities in the
hospitality industry and women are failing to advance their career to the next
level (Ng and Pine, 2003). There are some indications from the industry that
women have issues with the masculine and feminine attributes that they are
stereotyped into. Worcseter (1999) suggested that one of the biggest challenges
women face is how to be tough without being difficult.

He also perceived that

women were seen as “pushy” yet men were called ‘leaders’ under similar
circumstances.

It has been found that women who develop their career and achieve senior
management positions usually resemble men in their personality and behaviour
characteristics (van Vianen and Fischer, 2002).

Litzky and Greenhaus (2007)

concluded that women were less likely than men to desire promotion into a
senior management position. Moreover, women's lower desired aspirations for
promotion to senior management were due in part to the smaller degree of
congruence that women perceive between personal characteristics and senior
management positions and in part to the less favorable prospects for career
advancement that women perceive relative to men.

Despite the fact that over thirty years have effectively elapsed since women
began

entering

the

labour force

in

significant

numbers,

the

expected

repositioning of women into positions of management across all sectors of the
economy has, however, not materialised. Because women's career aspirations
are affected by their perceived congruence with senior management positions
and by their perceived opportunity to reach senior management, organisations
should assure that senior management roles are not predominantly associated
with masculine characteristics and should evaluate their promotion systems to
eliminate artificial barriers to women's advancement into senior management
(Litzky etai, 2007).
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According to Davidson and Burke (2000), irrespective of the sector being
examined, women are not developing their careers and are under-represented at
all levels of management but more so at a senior management level.

The

following section examines the leadership styles of men and women and
examines the implications of leadership style on career progression.

2.3.1 Male and Female Leadership Style

In today’s workplace, the ability to motivate staff is essential. Studies show that
both male and female styles of leadership can be effective but they differ in their
styles of functioning.

When comparing managers, the dialogue is framed as

men’s command-and-control styles versus women’s team building or consensual
approach.

Effectiveness of leadership, among other things, is characterised by the abilities
to motivate people, build relationships and influence outcomes. The behaviour
that is modelled by the leader and the top management profoundly shape and
thereby determine competency level of their juniors and middle management and
how they develop their career within the organisation. Transformational leader
as compared to transactional leadership has a major impact on the quality and
efficiency level of their subordinates (Bycio et al., 1995). Research included two
leadership

styles,

stimulation,

individualized

leadership

transformational

(contingent

(Inspirational

consideration

rewards and

and

leadership,

charisma)

and

intellectual
transactional

management-by-expectation).

What

distinguishes these ‘transformational’ leaders from transactional leaders is their
relatively greater passionate commitment to a new vision for the organisations’
future and their ability to share that vision.

Transformational’ leaders arouse

heightened awareness and interests in an organisation, increase confidence and
strengthen concerns for existence to concerns for achievement and growth which
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lead to the development of competencies among the lower levels (Vaishali and
Kumar, 2001).

Women in senior management positions tend to have more of a desire to build
than a desire to win, they are more willing to explore, compromise as also solicit
others' opinion.

These are indicative transformational style of functioning.

Transformational leaders are better visionaries and more inspirational in
approach. They tend to communicate a clear and acceptable vision and goals,
with which employees can identify and tend to engender intense emotion in their
followers.

Rather than exchanging rewards for performance, transformational

leaders attempt to build ownership on the part of group members, by involving
the group in the decision process (Vaishali and Kumar, 2001).

When

transformational leaders are successful, they are able to move followers from
external to internal control, that is, the desired behaviours or behavioural patterns
become internalised rather than being driven through extrinsic exchange.

In

contrast transactional leaders view the leader-follower relationship as a process
of exchange. They tend to gain compliance by offering rewards for performance
or threatening punishment for non-performance and non-compliance.

There has been no research carried out to identify whether women in the Irish
hospitality industry are more of transformational leaders or transactional leaders.
Druskat (1994) found that female subordinates rated female leaders as
displaying significantly more transformational behaviour and significantly fewer
transactional

behaviours

than

male

leaders

who

were

rated

by

male

subordinates. Bass, Avilio and Atwater (1996) found that female leaders were
rated by both female and male subordinates as displaying transformational
leadership behaviour more frequently than male leaders.

Yammarino (1997) showed that female leaders form unique one-to-one
interpersonal relationships with their male and female subordinates.

A key
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implication for most leadership theories is that female leaders appear to form,
operate and maintain relationships with subordinates on a one-to-one basis.

The present research can be concluded by stating that transformational as
compared to transactional leaders have greater influence on the performance
and competencies of their employees. This style of leadership is important for the
hospitality industry. It is worth noting, however, that as there is dearth of senior
female managers in the Irish hospitality industry, a detailed review into the
leadership styles of females is essential to examine what is inhibiting their career
progression to a more senior level.

In addition to leadership styles, the term ‘glass ceiling’ has also been coined as
one such fact which creates a series of barriers which impedes the progression
of females, irrespective of their qualification an ability to progress to more senior
management levels across all occupations (Morrison et al., 1987). The following
section examines this concept and the reasons why it still exists.

2.4 The Glass Ceiling

It is over thirty years since the term “glass ceiling” was first used in 1979 by two
women in Hewlett Packard who described how while on the surface there
seemed to be a clear path of promotion, while in actuality women seemed to hit a
point which they seemed unable to progress beyond. In 1995, the Glass Ceiling
Commission, a panel sponsored by the US Department of Labor, said that the
barrier was continuing “to deny untold numbers of qualified people the
opportunity to compete for and hold executive level positions in the private sector
(US Department of Labour, 1995).”

It found that women had 45.7 percent of

America's jobs and more than half of master's degrees being awarded (US
Department of Labour, 1995). Yet, 95 percent of senior managers were men,
and female managers' earnings were on average a mere 68 percent of their male
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counterparts' (Economist, 2005). The glass ceiling phenomena as we can see is
not new, yet its causes are not universally agreed upon. Flynn (2008) supports
that the glass ceiling is still a reality, the work/home balance is far from resolved
though eased by maternity and paternity leave and by work-sharing initiatives,
but the truth is the further the individual's hierarchical ascent in the business
world, the more insistent and unforgiving are the demands of the market place.
Managers in the hospitality industry are beginning to recognise that some of the
attributes considered to relate to the glass ceiling in other industries, may also
relate to their industry.

The glass ceiling refers to the invisible, generally artificial barriers that prevent
qualified individuals .e.g. women, from advancing within their organisation and
reaching their full potential (Knuston and Schmidgall, 1999).

The term was

popularised in the 1980s when it became a significant concept in the workplace
in the United States. It represents an unreachable barrier that keeps women and
minorities from rising to the upper rungs of the corporate ladder, regardless of
their qualifications or achievements. In the hospitality context, there is recognition
of a similar “occupational and vertical segregation of women” (Maxwell, 1997).

Despite the increased numbers of women both participating in the workforce and
achieving management positions, the evidence is that, for the majority,
advancement to the very highest levels is rare and that the “glass ceiling” still
exists (Meyerson and Fletcher, 2000). The gender segregation in occupations
has meant that women remain concentrated at the bottom of the career ladder
even in those areas that are traditionally female-dominated. Female managers in
every country remain a tiny fraction of those in senior positions (Linehan, 2002)
and, although female managers have high levels of education and a desire to
progress in their careers, it remains that few achieve the same status as their
male counterparts (Chenevert and Tremblay, 2002).
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This effect, wherein women’s careers become stuck at middle management
levels has been variously explained as the result of discriminatory organisational
practice, women’s life choices including marriage and pregnancy and/ or their
lack of ambition and commitment (Van Vianen and Fischer, 2002; Brockbank and
Traves, 1995).

The glass ceiling has been advanced for the disparity between men and
women’s experiences and the progression of women in organisations. Altman et
al. (2005) describe the glass ceiling as a “well enshrined phenomenon supported
by conclusive evidence’’.

There is a suggestion that there is a correlation

between age and seniority and that younger female managers were actually
achieving the more senior positions as opposed to their male colleagues, aiming
to achieve their successes in advance of child rearing.

Altman et al. (2005)

posits that career barriers tend to intensify and ‘women encounter more
intractable barriers that are difficult to overcome’ in terms of managing career
and family responsibilities.

Helfat and Wolfson (2006) further support this

viewpoint.

Further analysis of the hospitality industry support these findings revealing that
women make progress early in their careers, however, men dominate as
managers as opposed to women. The industry tends to hire men as managers
with the assumption that wives give substantial non-paid support to their
husbands’ paid work (Guerrier, 1996; Adkins, 1995).

The hospitality industry

also involves long and anti-social working hours that disadvantage women more
so than men (Doherty, 1999). Umbreit and Diaz (1994) and Ng et al. (2003) posit
that that women managers do not expect family responsibilities to interfere with
their hospitality careers and have expressed that they are willing to work night
shifts and weekends, married or not, with or without children. Flospitality industry
recruiters

and

management still

generalised assumptions.

discriminate

against women

based

on

Success in the hospitality industry usually involves

long hours and sometimes frequent geographical moves and it is difficult to meet
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these needs and still satisfy family needs (Mann, 2003). Most of those women
who get to senior management are either single or divorced and some women in
the industry see this “lifestyle decision” as a necessary evil (Maxwell, 1997).
Senior managers found that, with the exception of a minority of ‘old school’
hospitality

employers,

female

managers

can,

with

determination

and

commitments to the industry reach the top of their profession. Having achieved
these themselves, female senior managers had a tendency to believe that a
gender ‘glass ceiling’ is not an issue (Knutson and Schmidgall, 1999).

Quantitative research,

however, among middle management in the Irish

hospitality industry found that there is a perception that a gender-based glass
ceiling does exist in the industry (Failte Ireland, 2005).

Of the hospitality

managers surveyed in the Failte Ireland research, 23 percent of males and 39
percent of females were not definite that both genders were valued equally as
employees; some 40 percent of male middle managers and 53 percent of female
middle managers believed that gender had some impact on their promotional
prospects.

An IBEC report (Dobbins, 2002) attributes the glass ceiling - a range of
overlapping structural, institutional and attitudinal factors acting as barriers to
women

achieving senior management

positions - to women's

advancement to the upper echelons of organisations.

lack of

The structural and

institutional factors deemed as contributing to a glass ceiling include:

Unclear selection criteria for promotion
Occupational segregation
Exclusion from informal networks
Inability to combine both management and family responsibilities
Inability to commit to long hours due to lack of family support structures
Lack of female role models
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Despite equality legislation in the workforce, the glass ceiling remains a feature
of organisational life for women. The following sub-sections examine a number
of the more documented reasons in relation to why the glass ceiling exists.

2.4.1 Organisational Policies

Within the working environment, organisational policies and procedures are
derived from senior management decisions.

These decisions are of crucial

importance where they effectively act as a transparent barrier for female
managers in an organisation.

Recruitment and selection policies, promotion

policies, work-life balance and mentoring policies are examples of such
instances. Not having clear selection criteria for promotion to management level
allows for considerable scope for discretion by senior managers. This discretion
is likely to be influenced by their personal views and attitudes towards women
(Goughian, 2002).

Often, promotion criteria are focused on a preconceived

notion of who should perform the role than rather than the qualifications required.
It is accepted that women’s careers are more complex than those of their male
counterparts, stemming mainly from the traditional role played by women in the
home. In a report on career progression of women teachers in the UK (2005),
family commitments are viewed by female managers as representing a greater
obstruction to their career progression today, with more class teachers opting to
curb their career aspirations to head teacher or principal, allowing them balance
work and family commitments.

Cross et al. (2006) suggests that organisational policies have a significant
negative impact on the advancement of women to senior management positions,
concluding that promotion decisions for top management positions involve
subjective appraisals as to the suitability of the candidate in terms of “fit” with the
incumbent senior management team.

Criteria are seen to go beyond

professional abilities, into the “cloudy waters” of compatibility.

As outlined by
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Cross et al. (2006), promotional prospects are often restricted by gender, with
many organisations not having any systematic procedure for senior promotions,
handling on a case-by-case, adhoc basis.

The hospitality industry follows a similar pattern to other industries in relation to
organisational policies and procedures. Lye (2007) recommends the hospitality
industry would benefit from the following common policies and procedures

-

children at the workplace, customer/employee relationships, code of conduct,
computer user policy, anti discrimination prevention,

drugs and alcohol,

employee dress and grooming, laptop computers and equipment, leave, use of
mobile phones, motor vehicles, privacy and freedom of information, sexual
harassment prevention, stress prevention, termination of employment and
employee discipline, workplace harassment and workplace health and safety.
Implementation of organisational policies should benefit in the breakdown of the
glass ceiling barriers experienced by women in the workplace and improve work
life balance arrangements for individuals (D'Agostino and Levine, 2010).

Work-life balance is a broad concept including proper prioritising between "work"
(career and ambition) on one hand and "life" (pleasure, leisure, family and
spiritual development) on the other (www. Wikipedia.org, 2010).

In Ireland,

debates around work-life balance issues for the most part continue to focus on
‘family-friendly’ issues and particularly on the needs of working women with
young children. The need for a childcare strategy in Ireland is very important as
‘work-life balance’ is an issue highlighted in the current study for mothers of
young children.

As one component of work-life balance, the focus on a

comprehensive childcare strategy is, of course, necessary, especially when the
changing nature of the Irish labour market is considered.

A recent four country (Ireland, France, Denmark and Italy) comparative study on
working parents found that it was much easier to combine work and family life in
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Denmark than in any of the other three countries.

In Denmark, childcare is a

public responsibility where flexible working arrangements are commonplace.

The study identified a number of factors were important in determining the ease
or difficulty in combining work and family life.

Time was amongst the most

important of these, and commuting time in particular, and Ireland scored lowest
in this factor due to our high reliance on the car. A second factor was, ‘hours
spent at work’ followed by ‘the degree to which domestic duties were shared
between partners’ (Fine-Davis, 2005).

In recent years, research has shown that work family conflict affects women’s
career advancement.

Mallon and Cassell (1999) found that the expectation of

long hours was a significant barrier to seeking promotions for many women in the
hospitality industry.

Women’s ability to combine both management and family

responsibilities is often questioned by their male senior colleagues.

As

highlighted by Rees (1992) women retain a disproportionate responsibility for
domestic work and childcare, even in situations where both partners are working.
Although research indicates that men have increased their participation in
domestic duties, the burden of responsibility is still carried by women (Cross and
Linehan, 2006). Gale (1999) contends that for women in management positions
the burdens placed upon them in this regard are enormous, and often happen at
a time in their lives when they are trying to juggle the requirements of young
families, ageing parents and developing their own careers.

In addition, such

women face the psychological anxiety of the conflict between spending time
pursuing their careers and the guilt of not spending enough time with their
families. The norm of working extra long hours as a manager is often cited by
women as a barrier to their progression, due to a lack of family support
structures.

Not only does this reinforce stereotypical notions, it also has the

“real” effect of acting as an obstacle to participating in managerial networks. It is
assumed that women traditionally would be involved in childcare and housework.
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which was viewed as their responsibility and an expectation from the men’s
world.

Women in top management tend to be single or married with few or no children
(Yan Zhong, 2006). Hospitality management is not a 9am-5pm job. Success in
the industry demands long hours and requires a great deal of crisis management
and problem solving. These factors combine to create a stressful and exhausting
work experience (Brownell, 1998).

Brownell also concluded that advancement

often means leaving familiar towns, schools and relatives to move across the
country to a hotel that offers increased job opportunities. There are opportunities
in the rapidly growing hospitality industry; however people must be aware of the
requirements of long hours, stress and loss of quality time with their families.
These costs may be seen as not being worth the benefits of a hospitality career.
People in the industry must balance success and cost and struggle with work and
family conflicts (Brownell, 1998).

Although there is a growing awareness amongst organistions of the need to
introduce family-friendly or work-life balance policies, the suggestion is that many
companies simply pay lip service to these policies.

The term flexible appears

open to interpretation depending on the organisation and the role the individual
has. Drew et al. (2002), draw on the work of Hogarth et al. (2001) in relation to
evidence of availability of work-life balance arrangements. Hogarth et al. (2001)
found that while 90 percent of employers agreed that work-life balance
arrangements were beneficial to both employer and employee, only 62 percent of
firms allowed their staff to occasionally vary their working hours. Hogarth et al.
(2001) conclude that “the proportion of workplaces providing flexible working time
arrangements other than part-time employment was small”. Similarly Drew et al.
(2002) point out that these findings are supported by Evans (2001) who
concludes from his study of four countries, Australia, Japan, United States and
the United Kingdom, that “there is little clear evidence of significant growth in
family-friendly

arrangements.”

He

also

concludes

that

family-friendly
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arrangements are more likely to be found in the public sector, where there are no
market pressures and a higher proportion of women in the workforce.

Within the private sector family-friendly arrangements are more likely to be found
in large unionised companies or in companies with higher proportions of
professional or technical staff.

In Ireland, Drew et al. (2002) suggest that the

availability of work-life balance arrangements (though most of the research
focuses on ‘family-friendly’ arrangements) is limited.

Drew et al. add the

important caveat that the issue of access (i.e. conditions imposed on take-up)
must be considered in conjunction with considering availability of work-life
balance arrangements.

A study conducted by Doherty (2004) explored the effectiveness of work-life
balance initiatives in helping women progress to senior management in the UK
hospitality industry. She examined the main barriers to women's progression and
highlighted the long hours associated with managerial roles as a major problem.
She concluded that a stronger equal opportunities approach is also shown to be
problematic as it draws attention to women's “difference” to men and their need
for special treatment.

Given the contingent nature of the business case, it is

argued that a strong floor of rights is still needed to protect the most vulnerable
employees, especially in an industry where trade unions have virtually no “voice”
(Doherty, 2004). Doherty (2004) further hypotheses that more work needs to be
done with male managers in order to humanise the workplace for men and
women who wish to lead rounded lives.

A recent study by Deery (2008) surveyed work-life balance in the Irish hospitality,
with specific attention given to the role of work-life balance issues in the turnover
decision-making process.

She recommended the need for legislation on

maximum, as well as minimum working hours, good role models at the
workplace, flexible working hours and arrangements, sound recruitment and
training opportunities and company family friendly work policies.
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Improving work-life balance is explicitly promoted as an objective of both the EU
Employment Guidelines and the Social Policy Agenda. In Ireland, the National
Framework Committee for Family Friendly Policies was established at the
beginning of 2000 following negotiations between Government and the Social
Partners under the Programme for Prosperity and Fairness (PPF). Its remit has
been continued under Sustaining Progress. The Committee, called the National
Framework Committee for Work-Life Balance Policies since January, 2003, has
been charged with examining how best to improve access to work-life balance
arrangements in a way that would be beneficial from both an equality and
competitive perspective. Their website suggests that:

Those policies which help workers in combining employment with their
family life, caring responsibilities and personal and social life outside
the workplace. This definition includes statutory entitlements such as
maternity, adoptive, force majeure, parental and carer's leave and
other non-statutory measures such as childcare and employee
assistance schemes, (www.worklifebalance.ie)

This is further supported in the literature and it has been found that one of the
key factors in the promotion of work-life balance initiatives, including flexible
working arrangements has been the increasing participation by women in the
workforce (Dobbins, 2000). Several reasons for this increase have already been
examined including later marriage and childbirth, the ascendancy of the dual
earner family, an increase in the number of females participating in third level
education and the unprecedented growth of the economy in the last number of
years.

A consequence of the increase in the number of females working in the
hospitality industry is that employers have started to pay greater attention to the
needs of employees with caring responsibilities, resulting in a wider variety of
work-life balance arrangements, including those that have a statutory and non-
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statutory basis e.g. flexible leave arrangements (career breaks/ sabbaticals, parttime working, carer’s leave, job sharing, parental leave, paternity leave, maternity
leave), child and eldercare arrangement, bereavement leave and flexible location
(home-working, telecommuting). In the Irish context of high levels of economic
growth and consequent labour market shortages, employers need to retain
female employees and also need to attract ‘women returnees’ to work. Changing
attitudes to ‘work’ versus ‘home’ life balance issues in Ireland are summed up in
the following quote:

In 1962, 83 percent of Irish workers stated that work demands should
take preference over personal and family needs: now 37 percent have
this wew (Sodexho, 2002, quoted in Fisher, 2004).

It would be remiss to leave this section on employee challenges and choices
without referring to those employees whose choice it is to spend more time on
work at the expense of other activities.

In a review of the relevant literature,

Peiperl and Jones (2000) note that workaholics were previously considered as
suffering from a disease akin to alcoholism. In more recent research Scott et al.
f1997), however, links workaholism to three relatively stable personality types,
the achievement-oriented, the perfectionist and the compulsive dependent.

In

the context of work-life balance, it is necessary to separate those employees who
choose to work longer hours from those who work longer hours against their will.
Employees today are looking for a better life-work balance, and employers are
responding with more flexible work environments.

Romoff (2007) noted that

issues like family and lifestyle are playing a more important role, even at the early
stages of one’s career. The hospitality industry is known for its long, unsociable
hours; however, employers in this industry are now offering better lifestyle and
career opportunities to attract good candidates (Failte Ireland, 2008).

Hotels are allowing more employees to work from home at least part-time,
especially in the sales and marketing area. The Department of Social and Family
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Affairs (2003) noted that there is a need for organisations to implement work life
balance practices, which incorporate greater flexibility and innovative ways of
operating, allowing women with families to advance in their careers without
needing to make a choice.

Additional barriers identified which maintain the glass ceiling include networking,
mentoring, gender discrimination and sexual harassment.

These are now

examined in the following sections.

2.4.2 Networking

This following section examines the impact and function of both formal and
informal networking on female career progression.

It identifies the perceived

barriers to career progression created by the prevalence of the ‘old boys’
network.

The ‘old boys’ network is an informal, exclusive system of mutual

assistance and friendship through which men belonging to a particular group,
such as the alumni of a school, exchange favours and connections, as in politics
or business (www.answers.com).

The “old boy’s network’’ is often cited as a

barrier to female progression to senior positions as women at the top are often
perceived as threats by their male colleagues in that they would advocate
change from the status quo.

The “old boy’s network,” is when women are excluded from informal networks
because of their gender. These are informal groups of male peers who provide
each other with information, feedback, and contacts for necessary career
advancement. A critical mass of women in top positions would be a threat to the
"old boy network" which currently functions quite well in preserving and
enhancing rewards for males at the top. According to Burke and McKeen (1994),
studies on both networking and mentoring suggest some similarities.

Both

mentors and peer relationships can facilitate career and personal development.
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Peer relationships are different from mentoring relationships in that they often
last longer, are not hierarchical, and involve a two-way helping.

Peer

relationships have advantages, particularly since a significant number of both
women and men may have not had mentors. According to Burke and McKeen
(1994), females tend to find it more difficult to integrate into internal informal
networks which they know can directly influence their career progression
prospects. Travers and Pemberton (2000), similarly support the importance of
informal networking within the organisation, however, they also indicate that it is
not always possible for females to access this worthwhile and necessary
opportunity due in part to the ‘old boys’ network.

Networking has long been established as a critical element of success in a
managerial career.

Garavan et al. (2003) posit that networking forms an

essential dimension of organisational life and individuals who excel at networking
generally excel within the organisations in which they operate. Linehan (2006)
concluded that frequently organisational decisions are made based on the
access one has to information, which is gained not just through formal networks,
such as meetings, but also through informal networks within the organisation. It
is believed that informal networking is a vital route to senior management level,
as the key benefits associated with it include access to visibility, support and
upward mobility, increased career and job satisfaction and greater respect and
recognition within the organisation (Cross and Linehan, 2006).

Because many

decisions are made and promotions promised via this informal network, access is
vital.

Informal networking, however, usually takes place socially and often outside of
working hours.

Wirth (2001) suggests that this means women are often less

keen and have less time to maintain networking activities and furthermore
dominance within organisations exclude women from informal networking
through the use and maintenance of the “old boy’s network”. Burke et al. (1995)
posits that women do not always appear to recognise the value of informal
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networks and the opportunities they provide to progress their careers through
visibility, support and recognition within the organisation.

Linehan and Scullion (2001) hypothesise following a study senior female
managers in Europe that the exclusion of women from male management
groupings

. . perpetuates the more exclusively male customs, traditions and

negative attitudes towards female managers”, thus creating a persistent cycle.
Similarly, Davidson and Cooper (1992) posit that men still dominate in the
networking circles and it is important for females to break this cycle and establish
themselves in the informal networking circle to enhance their career prospects.

Cross and O’Brien (2005) posit that in order for females to access strong male
mentors, they need to engage more fully in these male dominated networks or
they risk being excluded from any opportunity of career progression. Mentoring
is concluded as a very powerful tool for female career progression and is dealt
with in the following section.

2.4.3 Mentoring

Mentoring is a term generally used to describe a relationship between a less
experienced individual, called a mentee or protege, and a more experienced
individual known as a mentor. Traditionally, mentoring is viewed as a dyadic,
face-to-face, long-term relationship between a supervisory adult and a novice
student that fosters
development

the

(Donaldson,

mentee’s
Ensher,

professional,
&

academic,

Grant-Vallone,

2000).

or

personal
Mentoring

relationships are viewed as particularly critical in assisting women who want to
break through the ‘glass ceiling’ (Blake-Beard, 2003).

Regardless of the

difficulties associated with engaging in a mentoring relationship, research
highlights the importance for a woman’s career advancement of having a mentor.
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Despite practitioner articles heralding the benefits of mentoring and offering
anecdotal evidence for the importance of mentoring, few empirical studies have
specifically addressed mentoring in the hospitality industry.

An initial study by

Rutherford (1984) examined whether mentoring relationships exist within hotel
organisations.

Some 40 percent of the study's respondents (front-office

managers, directors of housekeeping, food and beverage managers, and general
managers) reported having a mentor. Contrary to previous research from other
industries, that study found no significant differences in indices of job satisfaction
between respondents who had mentors and those who reported not having
mentors.

A follow-up study conducted a year later explored the form and dynamics of
mentoring relationships among general managers (Rutherford et ai, 1985). The
mentoring functions reported by general managers in that study paralleled
findings from the general-business literature.

Mentors provided the General

Managers with confidence, career counselling, political advice, and technical
expertise.

As with the earlier study, the researchers examined indicators of

career movement, success, and satisfaction.

Although differences were not

statistically significant, a general pattern emerged in which mentored managers
reported greater success and satisfaction with their job and careers than did
managers without mentors. The study concluded that mentoring benefited the
careers of hotel general managers. The overwhelming majority of the sample in
both of those studies was male. A more recent study, however, confirmed the
importance of mentoring for women in the hospitality industry (Brownell, 2004).
They revealed that mentors were an important influence in their early career
stages.

Mentors provided them with career-oriented advice, task-oriented

coaching, and access to networks and information.

Hospitality practitioners have suggested that mentoring is an important source of
training for hotel and restaurant staff and a strategy to identify and develop talent
for managerial positions (Maxwell and MacLean, 2008).

In addition, mentoring
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has been cited as a way for supervisors to create a motivating and positive work
environment for their employees.

A study by Brownell (2004) found that while having a mentor did not appear to
affect the majority of the different facets of job satisfaction, it did make a
difference in employees' level of commitment to the hotel organisation.
Employees were asked to indicate their level of agreement with 15 statements
that reflect the strength of an individual's identification with the organisation.
Employees who were involved in a mentoring relationship reported a significantly
higher overall level of commitment than did employees who did not have
mentors.

Having a mentor appears to influence the level of effort that individuals put forth
for the organisation, the pride they feel about working for the hotel, the level of
inspiration for job performance, their emotions about working for the hotel,
congruence of personal and organisational values, and concern about the future
of the hotel (Bailout, 2007).

While involvement in a mentoring relationship

appears to be important, Brownells study (2004) indicates that line-level
employees involved in a mentoring relationship are more satisfied with how their
performance is evaluated, are more likely to identify with the organisation, and
feel more positively about working for their hotel than employees who are not
receiving any type of mentoring.

Having a mentor also seems to make a

difference in employees' decision about whether to remain working in the
organisation or find employment elsewhere. These effects, in turn, translate to
retention, sustained service quality, and bottom-line cost savings. Given these
relationships, it can be recommended that hotel managers should encourage and
promote the development of mentoring relationships (Brownell, 2004).

As mentioned in the previous section, a complex interdependency exists
between networking and mentoring in organisational life. As a result of exclusion
from informal networks, women often experience difficulty in attracting the
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attention of powerful “organisational players” who could act as mentors. While
many of the larger organisations operate formal mentoring programmes, informal
mentoring relationships are more common.

Formal mentoring, however, is

widely acknowledged as a critical step to career progression (Cross and Linehan,
2006). Generally a mentor provides information, training, advice, and direction,
achievement of social and professional integration

in organisations and

psychosocial support for a junior person in a relationship lasting over an
extended period of time (Linehan and Scullion, 2002). Burke and McKeen (1994)
suggest that mentoring relationships, while important for men, may be essential
for women, as female managers face greater organisational, interpersonal, and
individual barriers to advancement.

Cleveland et at. (2000), however, suggest there is evidence that implies that
finding a mentor is difficult for women. The lack of female senior managers to act
as mentors is a cyclical process which limits the ability of women to source
female mentors.

Gaining access to a mentoring relationship is additionally

difficult because many men in senior positions are reluctant to mentor female
managers for fear of damaging their own careers, either through a mentoring
association which an “unsuccessful” female protegee or the sexual innuendo
often associated with cross-gender mentorships. Linehan (2006) confirmed that
individuals with mentors receive more promotions, have more career mobility and
advance at a faster rate than those without mentors.

Additionally, having a

mentor can allow a manager the opportunity to explore individual strengths and
weaknesses in a “safe”, supportive environment. These relationships are seen
as useful in building the candidate’s self-confidence and providing them with
psychological support.

Linehan (2006) concluded that if women are not “groomed” or mentored to fill
senior level management positions in the same numbers as their male
counterparts, then they are a distinct disadvantage when competing for scarce
promotional positions. Earlier studies also confirmed that mentor presence and
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mentor career support is positively related to managers’ promotion in early career
(Yuen, 1995; Whitely et ai, 1991). Mentoring processes are more significant in
the early career, however, there is little research highlighting their value in the
later career (Raabe and Beehr, 2003; Scandura, 1992).

One of the key recommendations of an International Labour Office report (Wirth,
2004) is that in order to compete with men on a par, women must have access to
mentors at the highest levels.

Research, however, continually suggests that

while mentoring relationships are important for men, they are essential for female
managers in breaking through the glass ceiling.

There is, however, a distinct

lack of female mentors in the hospitality industry.

Females are currently

dependent on male mentors which does not necessarily assist them overcome
the barriers to career progress due to pre-conceived notions by males as to a
females position within the organisation.

Females need to be encouraged to

become mentors to other females advancing their careers, however, they need
the support of the organisation, notably HR and senior management to enable
this to happen (Seymour, 1995). The concept and practice of mentoring at the
early stages of hospitality education and industry should enable females break
through the glass ceiling and advance in their careers.

Gender discrimination and sexual harassment are additional perceived barriers
to female career progression which will be dealt with in the following section.

2.4.4 Gender Discrimination
The purpose of this section is to raise the consciousness of the prevalence of this
practice in the hospitality industry and identify if this was perceived by the
interviewees as a barrier to their career progression to senior management
positions. In addition, there is a review of what action should be taken by victims
of this practice to break through this barrier. Discrimination will be defined and
reviewed and its relationship with the glass ceiling examined.

Additionally,
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current legislation will be reviewed to identify what policies are in place to combat
discrimination in the workplace.

Sexism and gender discrimination are concepts that are classified as constituent
elements of the glass ceiling. Gender discrimination is a barrier in the progress
of gender minority groups especially working women.

It is the accepted

domination practiced by stereotypical society that makes a woman weaker not
only physically but mentally (Satwase, 2008).

Recent reviews in the United

States state that the top Fortune 1000 industrial companies have 95 percent of
the senior managers as men (Satwase, 2008). Davidovich (2003) believes that
the glass ceiling barriers toward women are nothing but an insidious form of sex
discrimination, in violation of law.

Despite regulations that attempt to promote equality within the workplace,
discrimination against certain social groups such as women still occurs, with
women faring worse than men on most measures of economic equity, including
income, unemployment, and occupational distribution (ILO, 2003).

Women's

salaries, in the US for example average only 72-88 percent of men's salaries,
even after controlling for such variables as education, age, position level, and job
tenure. Although there is an increase in the number of women in managerial and
executive positions, these positions are still generally dominated by men.
Researchers have focused largely on the varying perspectives supplied by the
social sciences in order to explain the continuance of gender differences in the
workplace - including views based on economics, sociology, and psychology
(Trentham, 1998).

These perspectives attribute gender discrimination to

individual differences and preferences arising from factors such as differential
education and training, gender-role socialisation, stereotypes, personal values
and prejudices (Trentham, 1998).

The most common forms of gender

discrimination in the workplace are as follows:
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Direct discrimination is where people are treated differently in the workplace.
Direct discrimination includes acts like difference in salary based on gender
although both are doing the same job, or promoting someone because they are
single instead of an equally qualified person. Indirect discrimination is where
people are indirectly discriminated against and include examples where a certain
set of rules or laws are made which indirectly imply that people of a certain
gender cannot qualify those laws or rules.

Harassment at work is a type of

discrimination which not only discriminates but causes emotional as well as
psychological trauma for the employee who is discriminated against. Sexual or
verbal harassment or inferior treatment owing to gender is included under this
category.

Lastly, victimisation is the unfair or biased treatment based on the

employee’s gender and this translates into victimisation at work. This is also a
form of employee discrimination based on gender (Manohar, 2008).

2.4.4.1 Sexual Harassment

This section further examines sexual harassment and its relationship with
gender, emphasising the influence of gender inequality on sexual harassment.
Sexual harassment occurs when one employee makes continued, unwelcome
sexual advances, requests for sexual favours, and other verbal or physical
conduct of a sexual nature, to another employee, against his or her wishes.
Bell et al. (2002) argued that discrimination in the workplace not only precludes
women from occupying executive and managerial positions but it also fosters
sexual harassment. They suggest that measures designed to increase numbers
of women in higher level positions will reduce sexual harassment.
Woods and Kavanagh (1994) concluded from a survey of employees in Hong
Kong that more than 80 percent of men and women experience sexual
harassment in the workplace as an ongoing problem. Woods conducted a study
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in 1992 and asked participants how often sexual harassment occurred in the
hospitality industry.

Approximately one in four of both female and male

respondents agreed with the statement and most women in the hospitality field
had been subjected to unwanted sexual harassment at work (Woods and
Kavanagh, 1994). Research on gender issues in employment in the hospitality
industry

showed

that

increased

employment

in

the

hospitality

industry

demonstrated that the hospitality field is rapidly becoming sex neutral (Umbreit
and Diaz, 1994), however, women still do not receive equal in terms of rewards
(Woods et ai, 1994).

In response to gender discrimination and sexual

harassment in the workplace, the introduction of equality legislation has been key
to assisting women achieve more senior positions in the workplace.

This

legislation shall be briefly reviewed in the following sub-section.

2.4.4.2 Equality Legislation in Ireland

The decision by Ireland to join what was then the European Economic
Community (EEC) in 1973, now knows as the European Union (EU) has had a
significant impact on our development as a nation. There is a fair argument that
Irish women may be seen as among the greatest beneficiaries of our EU
membership, especially women in the workplace.

Since 1973, it is interesting to note that the percentage of women in the
workforce has risen from 27 percent to almost 60 percent. This advancement of
women’s rights was principally achieved through the gradual introduction in
Ireland of EU anti-discrimination and equality legislation.

Chief among these

measures was the implementation of the EU Equal Pay Directive by Ireland’s
Anti-Discrimination (Pay) Act, 1974. That act legally requires the receipt by men
and women of equal pay for work of equal value. This principle is enshrined in
Article 141 of the EC Treaty, and that continues to be the main reference point in
continuing efforts to provide equal opportunities for men and women in the
58

workplace and eliminate gender discrimination. Indeed such equality provisions
extend well beyond direct financial considerations, and include requirements of
equality in the social welfare code; in access to employment; in vocational
training; and in working conditions.

The improved conditions for working women are particularly felt by working
mothers. Through Ireland’s cooperation with other members States, women are
now entitled to a minimum of 14 weeks maternity leave. Given the disappointing
record on women’s rights prior to joining the European Union, it is very gratifying
to see that today Irish entitlements to maternity leave - 26 weeks paid and up to
16 weeks unpaid - are in fact higher than the EU average.

In addition to the aforementioned legislation, employment equality, equal status
and maternity protection, Ireland has also made provision for parental leave
entitling both parents take equal separate leave in respect of a child up to the
age of 8 years.

Parental leave is unpaid in Ireland, which enables women to

make the decision to remain in the workforce, thus not forcing them to put their
career on hold for any length of time.

A further EC directive known as the ‘Burden of Proof Directive’ was also passed
in 1998 which further reinforces what is already in the Employment Equality Act,
1998/ 2004. In accordance with Article 3(2) of the EC Treaty, its aim is eliminate
inequalities and discrimination - to promote equality between men and women,
especially since women are often the victims of multiple discrimination.

In summary, the ‘glass ceiling’ has been analysed to identify the associated
barriers to female career progression to more senior management roles in all
occupations, not just the Irish hospitality industry.

The following section examines the career development of women and issues
specifically related to their career progression.
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2.5 Career Progression of Women in the Workplace

The current study focuses on and examines the career progression of female
graduates in the Irish hospitality industry.

The glass ceiling has previously

referred to the artificial barriers that have prevented qualified females from
advancing within their organisation and reaching their full potential, however, it is
also important to determine the concept of career management and career
development within the organisation and how they impact on career progression.

According to Arthur et al. (1989), a career is “the evolving sequence of a person’s
work experiences over time”.

A career includes all the roles one undertakes

throughout one’s life - education, training, paid and unpaid work, family, volunteer
work, leisure activities and more. "Career" was traditionally associated with paid
employment and referred to a single occupation. In today's world the term career
is seen as a continuous process of learning and development (Department of
Education and Early Childhood Development, 2007). Activities that contribute to
a career can include:

Training
Education
Employment
Work experience
Community activities
Enterprise activities
Employment
Different life roles
Volunteer work
Leisure

activities

(Department

of

Education

and

Early

Childhood

Development, 2007).
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A career is broadly defined as the general course or progression of one's working
life or one's professional achievements (Heritage Dictionary, 2009).

Career

development is defined as an on-going series of stages characterised by unique
concerns, themes and tasks (Greenhaus at ai, 2000). Classic age/stage models
of career development have been instrumental in laying a foundation that has
shaped career theory over the years (Schein, 1978; Super, 1957). A common
underlying assumption behind these age/stage models of career development is
that there are a series of predictable tasks that happen at more or less
predictable times during the course of a career.

What may not be reflected

adequately in these classic age and stage models are the progression of
women’s careers, which may unfold differently as a result of their broader life
contexts as currently the majority of traditional models of career development
have been based predominantly on the career experiences of men. While there
have been calls for gender distinct treatments of careers (Gallos, 1989), to date,
development career theory has evolved without “a specific explanatory focus on
women” (Osipow and Fitzgerald, 1996).

According to Rouda and Kusy (1996), career development and progression is
now the primary responsibility of individuals in organisations.

There is lots of

evidence that managers expect career advancement as a norm in organisations
and consider that the organisation has the primary responsibility to ensure that it
happens. Contemporary career models, however, emphasise that the individual
manager has responsibility for managing career and employability (Hall and
Moss, 1998).

In order for an individual to manage their career, career

progression and development are essential to enable them to progress within an
organisation (Marks and Spencer, 2007). Career progression and development
is the design and management of opportunities and training for staff to progress
and develop within an organisation (Scott etal., 2008).

This definition covers the essential features of Career Management. Design
suggests that it is a structured process.

It anticipates what is required by the
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organisation, and

how individuals’ believe their career should

progress.

Opportunities imply that career progression or movement involves a recognition
that offers benefits for the organisation and its employees. Career Management
is also defined as “planning and shaping the progression or movement of
individuals within an organisation by aligning employee preferences and potential
with organisational resourcing needs (Scott et al., 2008). Planning suggests that
it is a managed process. It anticipates what is required by the organisation, and
sets this in the context of individual preferences.

The reference to “shaping” implies that career progression or movement will be
part of a process of intervention where the outcomes are agreed. In practice, this
shaping takes place through a process of informal and structured dialogue.

In

broad terms employers have become increasingly aware of a shortage of
significant skills in a number of key areas in the hospitality industry and are
keenly aware of a need to develop their staff.

Demographic trends suggest a

shortage of people entering the workforce (Irish Hotel Federation, 2006),
therefore, organisations need to ensure that they have the right people in the
right jobs and are building a talent pool for the future. The strategic purpose of
career management, therefore, is to develop a more structured approach to
develop staff so that they attain the requisite skills so as to maintain and enhance
the competitive edge of the organisation (Doherty et al., 1997).

Research has shown that individuals want a career where there is scope for
development and progression, together with opportunities to fully utilise their
skills. A CIPD survey (2002) identified the following benefits from the individuals’
viewpoint:

•

Increase job security and personal ability to compete for jobs

•

Clarify understanding about available and potential career opportunities

•

Provide opportunities to develop skills

•

Enable flexibility during working life
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•

Make work more interesting

•

Help to achieve life/work balance

•

Create a career framework

•

Establish professional goals

Super (1953) identified five career stages as growth, exploration, establishment,
maintenance and disengagement.

The model was influential but has been

criticised for ignoring that women’s career paths are non-linear and are
interrupted by women moving in and out of the workplace (Bierema and
Opengart, 2002). Farmer (1997) argues that there are few career development
theories based on the experiences of persons of colour and women.

Some

theories on women’s career development relate to multiple roles: the ability to
arrange different work schedules because women are socially expected to be
caregivers and carry family responsibilities (Bierama, 1998).

Gilligan (1982) addressed women’s personal development in the five years after
graduating from college.

Gilligan believes that women’s career development

should be considered interdependent rather than independent.

According to

Gilligan, caring was defined as not hurting others, giving and relationships are
major principles in women’s adult development. Bierema and Opengart (2002)
further identified some factors that impact women’s career development:

Gender role and social expectations
Women’s primary care-giving and homemaking responsibilities
Current models that lack diversity
Career patterns that differ from men
Hidden curriculum necessary for success in a male-dominated environment.

Additionally, there is some suggestion that women and men perceive promotion
requirements differently. Women are less likely to expect promotion and among
business students, men aspire to top management positions more than women
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(Powell and Butterfield, 2003; Wood and Lindorff, 2003). Many women appear to
re-evaluate their lives and values at various stages in their lives and choose to
make changes during their career prompted by a desire for a better work-life
balance and a desire for a different lifestyle (Marshall, 1995) which may mean
making lateral rather than upward career moves (O’Connor, 2001). On the other
hand, a survey conducted by Cornelius and Skinner (2005) found that the
majority of men would not trade career progression for more time with their
family.

This section has identified and discussed the career development of women.
The concepts of career development and age-stage career development models
were identified. Attention was drawn to these models having been developed on
the traditional male career, and thus, in the context of today’s modern
organisation, do not fit women’s careers. Factors impacting on women’s career
development were outlined and these factors shall be examined in the context of
the hospitality industry in the following section.

2.5.1 Career Progression in the Irish Hospitality Industry

The growth of tourism and hospitality in higher education has been well
documented, what has been less well chronicled, however, is the career
progression of graduates who have completed a tourism/hospitality programme.
Failte Ireland (the State tourism training agency) commissioned a study to track
career progression of tourism management graduates over a five year period
(1990-1995). A follow up study was conducted in 2003 to provide longitudinal
data regarding the carer progression of Irish tourism and hospitality management
graduates. A similar number of respondents were employed within and outside
the tourism industry (48 and 36 percent, respectively). In the original study, 73
percent of respondents were working outside the industry and 27 percent were
employed outside the sector. This suggests that there is a high drop-out rate
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from the tourism/hospitality employment in Ireland.

The majority of men (61

percent) have chosen to remain in the tourism industry, whilst only two-fifths of
women are currently employed in the sector. Over half of female respondents
work outside of tourism, compared to just 35 per cent of men. Women exhibit a
greater tendency to leave the tourism industry which may be linked to the
unsociable nature of the work, which is often incompatible with family life. It may
also be related to difficulties associated with achieving equal opportunities within
the sector because women are less likely to be recruited, developed and
rewarded as career staff with senior management potential (Purcell, 1993).

In

addition to factors identified in the previous section, respondents currently
working inside and outside the tourism industry indicated the following factors for
their reason for both leaving the industry and what might have curtailed their
career progression in the industry:

Unsuitable/ unsociable working hours (O’Leary and Deegan, 2005).
Low levels of remuneration (Price, 1994).
Poor career structures (O’Leary and Deegan, 2005).
Fewer training and development opportunities (Baum, 1995b),
Workoverload (Riley etal., 1998).
Managerial stress (Zohar, 1994).

The study of managers in international hotel and hospitality organisations
represents a new perspective on career progression. These organisations are
increasingly under immense pressure to develop and maintain managerial talent.
International hotel managers are also expected to understand and manage in
different cultural contexts and different corporate cultures (D’Annunzio-Green et
al., 2002).

There is evidence highlighting that hotel managers report both

dissatisfaction with their career progression and intentions to leave (Carbery et
al., 2003). According to O’Leary et al., (2005) there is a significant drop-out rate
from employment in the tourism/hospitality industry in

Ireland, which is
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particularly obvious amongst women.

This shall be further examined with

specific reference to both the hotel and restaurant industry.

2.5.2 Career Progression in Hotel and Restaurant Management

Historically, a senior manager entered the hotel sector as either (i) a hotel school
management graduate; (ii) a student on the hotel trainee manager programme;
or (iii) at skills level. The manager worked his/ her way up through the ranks of
supervision, duty management and department management. The next step was
deputy general manager and finally general manager.

Traditionally, food and

beverage managers were the most likely candidates for promotion to deputy
management positions and, subsequently, general management.

Food and

beverage was considered the most demanding department in terms of hours and
difficulty in organising budgets and staff. Food and beverage management is a
male-dominated area and usually requires longer hours than average, including
late-nigh shifts which involve certain security related tasks (Ladkin, 1999).

In recent years, there has been a move away from the food and beverage focus
in the hotel sector. The move in recent years has been towards ‘rooms division’.
The potential revenue yield on rooms is seen to be greater than food and
beverage.

It is a position that combines the roles of accommodation manager

and front office manager - a combination that offers people more structured
hours and potential for part-time working. At present, most (90 percent) of the
employees in the hospitality industry performing the accommodation and front
office management roles are female. Rooms Division is viewed by many in the
hotel sector as a new route to general management positions (Ladkin, 1999).

According to the most recent Tourism Business and Employment Survey (2006),
there are approximately 2,621 licensed restaurants in Ireland.

There was an

estimated 45,200 people employed in the sector in 2006.

Of these.
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approximately 53 percent of those employed year-round were women which
equates to approximately 20,100 women. Irish employees accounted for the vast
majority of employees at higher professional workers; with 69 percent of
managers, 65 percent of supervisors and 86 percent of clerical/ administrative
staff being Irish.

There was no additional information available on what

percentage were female managers/supervisors (Fitzpatrick Associates, 2006).

Career development in the restaurant industry may depend on the nature of the
employer, with company strategy strongly influencing staff progression. Due to
current skills shortages, however, within the hospitality industry, it is usually
possible to progress through the following route, particularly within larger
restaurant companies:

•

Waiter/waitress

•

Staff trainer

•

Supervisor/assistant manager;

•

Unit/restaurant/ general manager.

Across all sectors of the hotel industry, many hotels studied have developed
competency profiles for unit managers and use assessment centres to identify
those with the appropriate skills (CHME, 2001).

In most parts of the hotel and restaurant industry, there are good opportunities to
work up through the ranks, and hotels are proud of the success of the managers
who have started at the lower ranks often with no qualifications (Mutch, 2000).
Within certain restaurants, career progression may involve undertaking in-house
qualifications and relevant training. At this stage it is common for managers to
progress into area management roles, in which extensive knowledge of a
particular chain and a strong background of practical experience is often
required.

Most area managers are recruited internally, having first gained

substantial experience as a manager of a unit within the organisation. It may be
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possible to move into this role from outside but related experience is usually
required. An area manager may manage four to six restaurants, depending on
the size of the establishments.

It is also possible to move into an operations

management or head office role, depending on the flexibility and range of
individual restaurant chains (Western, 2009).

Restaurant managers not seeking area management responsibility may move
across to other restaurants, possibly within the same chain. Managers may also
relocate to manage a failing or less successful affiliated restaurant (CHL
Consulting, 2000).

Frequently, restaurants are predominantly owner-manager, in many cases by a
husband and wife team. The basic reality is that the individual must have the
financial resources to set-up on their own. Without access to adequate funds,
many managers remain at the middle level for the duration of their career (CHL
Consulting, 2000).

Most companies have good internal management training and development
programmes to support those who want to progress, and take the view if
someone had the right attitude over skills are ‘trainable’ (Biddle and Hamill,
1992).

The increased sophistication of skills, however, required by unit managers now
means that formal qualifications are becoming increasingly necessary in order to
progress (Green, 1997). In contrast, Tharenou et al. (1994) and Johnsrud and
Heck (1994) argue that education is only moderately associated with career
advancement. They provide evidence of direct and indirect effects.

Directly it

influences advancement and indirectly it influences participation in training and
development. The relationship is moderated by gender. There is some evidence
that the type of qualification and the educational institution are relevant. Baum
(1995) and Ruddy (1998) found little support for the proposition that completion
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of a Diploma or Degree enhances promotion prospects within the Irish hospitality
industry.

The career patterns of managers with or without a degree were

substantially similar.

In contrast, Baruch and Peiperl (2000) and Baruch and

Leeming (2001) report a positive relationship between education and career
development.

Baruch and Peiperl (2000) found that participation on an MBA

programme added value to the graduate and
employability,

career

advancement

and

improved the graduate’s

remuneration

prospects.

The

relationship between qualifications and progression is a complex one. In almost
all companies, progression does not depend on qualifications and in many
instances the route of becoming a senior manager is through more junior
operational roles. According the CHME (2001), the view was that degrees and
diplomas were becoming more necessary to progress and that graduates will
advance more quickly.

With changing managerial roles and companies becoming more complex,
qualifications will be an increasing important factor in career development and
progression. Given these developments, hospitality management degrees can
be a valuable source of recruits to take hospitality companies into the future
(Connolly and McGing, 2006).

Graduate trainee programmes can also be found across the industry, particularly
in the hospitality industry. The length of time it takes to develop a unit manager
varies considerably. At one extreme in a five-star international hotel company, it
would be unusual to progress to the position of general manager under the age
of 40 as it is believed to take that long to develop the confidence and people
skills required to manage such prestigious hotels. By contrast, within a budget
hotel chain, most general managers are in their mid-to-late 20s (Li et ai, 2007).
The rate of growth of the company is one factor affecting speed of progression.
Within the larger mid-market and deluxe hotel companies, there are good
opportunities to develop specialist careers, starting in a unit functional role and
progressing to an area or head office role.

The impact of gender on career
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advancement is strong.

Female managers do not reach as high a managerial

level as their male counterparts (Huffman and Torres, 2001). In the hospitality
context, female managers gain more promotions to middle management but are
less likely to reach senior management and in particular general management
positions (Nebel et ai, 1995; Riley, 1990). This is further supported by a survey
carried out by the CHME (2001) which concluded that up to the unit level
manager level, the spread of men and women appeared to be quite equal, but
the main problem occurred at higher levels, at general management level in
hotels. At this level there was widespread indirect discrimination in the form of
long hours required which made it impossible for women with children to balance
their work and family lives.

The CHME (2001) research found that companies were increasingly using
sophisticated human resource management tools to manage the progression and
development of managers. Most had competency models and used assessment
centres to measure whether managers were ready for progression. There was
considerable emphasis placed on skill development, usually facilitated through
coaching, mentoring, job rotation and short in-company courses.

The culture

across the hotel sector remains that attitude and experience is more important
than formal qualifications.

Finally, career progression within hotels and restaurants is predicted by a
combination of variables, training and development being one of the most
significant (Garvan et ai, 2006). Perceptions of an organisation’s career system
and support for development are essential to progress within the industry.
Research findings suggest that managerial advancement is complex and
multidimensional and in order for employees to progress their career and develop
as managers, hotels and restaurants must move towards a model of learning that
focuses on the creation of a continuous learning culture (Bayraktaroglu and Ozen
Kutanis, 2003).

In order to create this culture, hotels and restaurants need to

formulate clear policies that emphasise the importance of continuous learning for
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managerial effectiveness and provide rewards in the form of advancement to
those who utilise their skills and competencies (Garvan etal., 2006).

2.6 Conclusion

In summary, chapter two identified the factors that have lead to the increase of
females in the hospitality industry over the last number of years.

It has been

identified that females in the Irish hospitality industry gain more promotions to
middle management but are less likely to reach senior management, specifically
general management positions. The “Glass Ceiling” was identified which refers
to the invisible, generally artificial barriers that prevent qualified individuals e.g.
women, from advancing within their organisation and reaching their full potential.
These barriers include: the persistent stereotype that associates management
with being male, a lonely and non-supportive working environment, and attitudes
and behaviours that discourage women from pursuing managerial careers.
Additional barriers include lack of or poorly implemented organisational policies,
in particular HR policies, within the industry, difficulties of balancing work and
family commitments, lack of networking relationships, typically exclusion from the
“old boys network” and as a result, lack of formal and informal mentoring.

From a review of the literature, it is apparent that gender discrimination and
sexual harassment still impinge on female career development to more senior
positions in the hospitality industry.

Whilst career development and the age-

stage career development models were identified; it was identified that they do
not reflect female careers adequately and place no emphasis on the barriers
females experience in relation to their careers such as family responsibilities.
Specific factors were identified that adversely affect females career development
and these were further examined in relation to the Irish hospitality industry. More
emphasis, however, is now being place on using sophisticated human resource
management tools to manage the progression and development of managers for
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the hospitality industry. The human resource policies and processes within each
organisation needs to be reviewed rigidly and implemented consistently to
ensure the career development of female managers to more senior positions
within the hospitality organisation.
An extensive review of the literature on factors affecting the increase in the
number of women in the Irish workforce, coupled with the specific focus of this
study, leads to the evaluation of both hospitality education programmes and
organisational factors in the hospitality industry in an attempt to provide answers
to the main research question of why there are so few women in senior
management positions in the Irish hospitality industry. This study proceeds to
address hospitality education programmes and ascertain whether female
graduates are sufficiently prepared on graduation to progress their career to a
senior management position in the hospitality industry. Additionally, the study
seeks to analyse organisational barriers in-depth and report, discuss and analyse
their implications on female career progression to senior management positions.
Derived from these challenges, the rationale for this thesis and the central
research objectives are set down.
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Chapter 3: Methodology

3.0 Introduction

This chapter discusses the research methodology that was employed in seeking
to answer the research objectives as set out in Chapter Two. The chapter begins
by outlining the two ‘competing’ paradigms in social science research (Bauer et
at., 2000), namely the positivist and qualitative paradigms. Their usefulness in
terms of answering the questions posed in this study is explored. In relation to
the chosen qualitative research paradigm, the chapter then explains, in detail, the
secondary and primary research methods chosen in this study and justifies their
selection.

3.1 The Philosophy of Research Design

According to Easterby-Smith et at. (1991) ‘research design’ is more than the
methods by which data are collected and analysed. It is the overall configuration
of a piece of research: what kind of evidence is gathered from where and how
such evidence is interpreted in order to provide good answers to the basic
research question.

In the current study, the answers provided to the chosen

research question are those of twenty-one female managers at both senior and
middle management level in the Irish hospitality industry.
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In choosing a research design Buchanan (1991) suggests that the researcher
must be prepared to use her own judgement continually — and this is one of the
most important outcomes from the use of research projects.

Furthermore,

Easterby-Smith et al. (1991) advise that it is unwise to conduct research without
an awareness of the background philosophical and political issues.

They

contend that it is possible to give advice about research methods, but, that this
can rarely be definitive. Some of the philosophical issues involved in choosing a
qualitative approach are discussed below.

A number of authors point to the philosophical requirements in relation to
research design.

Easterby-Smith et al. (1991) suggest that knowledge of

philosophy can help the researcher to recognise which design will work and
which will not. Morgan and Smircich (1980) observe that the appropriateness of
a research approach “derives from the nature of the social phenomena to be
explored”. Saunders et al. (2000) note, the decision on which paradigm to use is
based both on the research beliefs held by the researcher and on the nature of
the research questions.

Burrell and Morgan (1979) further note that all

organisation theorists approach their work with a ‘frame of reference’ consisting
of a series of assumptions, whether they are explicitly stated or not. According to
Miles and Huberman (1994), these assumptions come from theory and
experience and often from the general objectives of the study envisioned.

3.2 The Roots of Qualitative Evaluation Methods

Two major paradigms or theoretical perspectives have dominated the social
sciences.

The first, positivism, traces its origins to the social theorists of the

nineteenth and early twentieth centuries and especially to Comte and Durkeim.
The positivist seeks the facts or causes of social phenomena with little regard for
the subjective states of individuals. Positivistic views hold that the social world
exists externally, and that its properties should be measured through objective
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methods “not inferred subjectively through sensation, reflection or intuition”
(Easterby-Smith et al., 1991). As Gill and Johnson (2002) note, the foundation of
a positivist paradigm is that subjective dimensions of human action, such as
internal logic and interpretative processes, are ignored. Brewer and Miller (2003)
hypothesise that the term positivism is ‘greatly used and abused’. They posit that
today, in social research literature, it has come to refer to a methodological
position, the essential attributes of which are summed up in the word ‘positive’,
which in the English language conjures up an image of ‘certainty’, ‘precision’ and
‘objectivity’.

The second theoretical perspective, which, following the lead of Deutscher, is
described as phenomenological and stems most prominently from the work of
Alfred Schultz, whose work was influenced by Weber (Bryman and Bell, 2003).
The phenomenologist is concerned with understanding human behaviour from
the actor’s own frame of reference. According to Bogdan and Taylor (1975), the
phenomenologist examines how the world is experienced.

For him or her, the

important reality is what people imagine it to be. The phenomenologist’s focus
on how we put together the phenomena we experience in such a way as to make
sense of the world and, in so doing, develop a worldview. Patton (1990) posited
that the subjective experience incorporates the objective thing and a person’s
reality.

As Taylor and Bogdan (1984) theorise, the phenomenologist is

committed to understanding social phenomena from the actor’s own perspective.
He or she examines how the world is experienced. The important reality is how
people perceive it to be.

Bryman and Bell (2003) conceive that the phenomenologist views human
behaviour, what people say and do, as a product of how people interpret their
world. To do this requires empathic understanding or an ability to reproduce in
one’s own mind the feelings, motives, and thoughts behind the actions of others.
In order to grasp the meanings of a person’s behaviour, ‘the phenomenologist
attempts to see things from that person’s point of view’ (Bogdan and Taylor,
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1975).

An integrating theme running through these perspectives is the notion

that the study of human beings is fundamentally different from other scientific
inquiries, such as agricultural and natural sciences (Patton,

1990).

A

phenomenologist also views human behaviour as a product of how people
interpret their world (Bauer et ai, 2000). The task of the phenomenologist, and
of qualitative methodologists, is to capture this process of interpretation (Bogdan
and Taylor, 1975).

Since positivists and phenomenologist’s approach problems in different ways and
seek different answers, their research will typically demand different research
strategies (Bryman and Bell, 2003).

The positivist searches for ‘facts’ and

‘causes’, through methods such as survey questionnaires, inventories, and
demographic analysis, which typically produce quantitative data and which allow
him or her to statistically prove or disprove relationships between variables. The
phenomenologist, on the other hand, seeks understanding through such
qualitative methods as participant observation, open-ended interviewing, and
personal documents (Jary and Jary, 1991).

These methods yield descriptive

data which enable the phenomenologist to “see the world as subjects see if
(Bogdan and Taylor, 1975). A comparison of the two paradigms is captured in
Table 3.1 below.

Table 3.1 Features of Positivistic and Phenomenological Paradigms

Positivism

Phenomenology

Tends to produce quantitative data

Tends to produce qualitative data

Uses large samples

Uses small samples

Concerned with hypothesis testing

Concerned with generating theories

Data is highly specific and precise

Data is rich and subjective

The location is artificial

The location is natural

Reliability is high

Reliability is low
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Validity is low

Validity is high

Deductive

Inductive

Testing of theory

Generation of theory

Natural science model

Interpretivism

Generalises
population

from

sample

to

Generalises

from

one

setting

to

another

Source: Adapted from Hussey and Hussey (1997) and Bryman and Bell (2003)

Qualitative methods have their philosophical origins in phenomenology or
subjectivism (Miller and Brewer, 2003).

The philosophical roots of qualitative

methods, as outlined above, emphasise the importance of understanding the
meanings of human behaviour and the social-cultural context of social
interaction.

Qualitative methodologies refer to research procedures which

produce descriptive data, people’s own written or spoken words and observable
behaviour. According to Bogdan and Taylor (1975), this approach directs itself at
settings and the individuals within those settings holistically: that is, the subject of
the study, be it an organisation or an individual, is not reduced to an isolated
variable or to a hypothesis, but is viewed instead as part of a whole.

Bogdan and Taylor (1975) also argue that the methods by which we study people
affect how we view them. They add that when we reduce people to statistical
aggregates we lose sight of the subjective nature of human behaviour.
Qualitative methods allow us to know people personally and to see them as they
are developing their own definitions of the world.

We experience what they

experience in their daily struggles within their society (Bogdan and Taylor, 1975).
As Berg (2001) posits, qualitative researchers are interested in how people make
sense of their surroundings through ‘symbols, rituals, social structures and social
roles’.

Van Maanen (1983) defines qualitative methods as an array of

interpretative techniques which seek to describe, decode, translate and
otherwise come to terms with the meaning, not the frequency, of certain more or
less naturally occurring phenomena in the social world. According to Marshall
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and Rossman (1989), those who conduct qualitative research face a challenge.
There are no explicit, guaranteed recipes to follow for pulling together a coherent,
convincing, winning research study. As Berg (2001) posits, ‘qualitative research
takes much longer, requires greater clarity of goals during design stages, and
cannot be analysed by running computer programmes’.

Proponents of

qualitative research designs do best by emphasising the promise of quality,
depth, and richness in the research findings.

Geertz (1973) advises that

researchers who are convinced that a qualitative approach is best for the
question or problem at hand must make a case that ‘thick description’ and
detailed analysis will yield valuable explanations of processes. While Guba and
Lincoln (1981) have made the point that qualitative methods are preferable to
quantitative methods when the phenomena to be studied are complex human
and organisational interactions and, therefore, not easily translatable into
numbers. When researchers use such methods as interview, observation, use of
non-verbal cues and unobtrusive measures they use tacit as well as propositional
knowledge to ascribe meaning to the verbal and non-verbal behaviour that is
uncovered (Guba and Lincoln, 1981).

Disadvantages associated with the qualitative method include its labour intensive
nature; possible difficulties with analysis and interpretation of the data; and in the
past, policy makers gave low credibility to studies based on a qualitative
approach (Bauer et at., 2000). Qualitative research also demands techniques of
observation that allow the investigator to sort and ‘winnow’ the data, searching
out patterns of association and assumption. This process of detection is hard to
mechanise (McCracken, 1988). This credibility problem, however, appears to be
changing, as the ‘versatility and value’ of qualitative methods is evidenced in its
‘widespread use’ in many social science disciplines and in commercial social
research (Gaskel, 2000). According to Filstead (1970) the qualitative perspective
in no way suggests that the researcher lacks the ability to be scientific while
collecting the data. On the contrary, it merely specifies that it is crucial for validity
and, consequently, for reliability to try to picture the empirical social world as it
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actually exists to those under investigation, rather than as the researcher
imagines it to be.

According to Bennett (1991), when choosing a research methodology it is
important to know if the research is concerned with exploring what might be, or
verifying what is, and to choose methods appropriate to this. There are other
points that should be borne in mind when choosing an appropriate research
method. These include (Bennett, 1991):

•

Answering the research questions - The method chosen must allow the
research questions to be answered.

It is clearly important to know and

thoroughly understand what questions researchers are seeking to answer.

A

clear statement of the research questions will enable both the level of research
and level of rigour to be more adequately determined. It will also enable a check
to be made on the understanding of the nature of the research problem involved.

•

Current state of knowledge - If little is currently known about the nature of
the variables involved in the research problem then it is likely that more
qualitative, exploratory research methods will be needed. If, on the other hand, a
review of the literature shows that a good deal is already known, it is then
possible to isolate the key variables involved.

This would then determine the

extent to which a hypothesis or hypotheses could be established and made
available for testing. This in turn would lead to a choice of method which allowed
hypothesis testing to be carried out.

Even where the variables are known in advance their very nature may prevent the
use of experimental research methods.

•

The nature of the variables involved - The choice of method will also be
governed by the extent to which the variables involved can be manipulated and
measured in a controlled way.

In the physical sciences it is often possible to
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make the subject of the research do what you want it to do.

In the social

sciences this is not always the case.

In summary, Miles and Brewer (2003) provide a useful metaphor to illustrate that
both methods are useful for their ‘respective purposes’.

They posit that if

exploring what being a vegetarian means to someone, the focus would be on
social meanings around for example, organic food, resulting in the use of
qualitative research.

Whereas if one wanted to know how many vegetarians

‘perhaps voted for the Green Party as well’, then a questionnaire to generate
numerate data would be used.

3.2.1 Choice of Research Methodology

Following the advice of Miles and Brewer (2003) and McCracken (1998), and
taking into account the literature review of both the quantitative and qualitative
approaches, a qualitative approach was deemed to be most useful in addressing
the research questions in this study. This approach was chosen for a number of
reasons.

First, the purpose of qualitative research, and in particular the

qualitative interview, is not to discover how many, and what kinds of, people
share a certain characteristic. In addressing the research questions in this study,
how many and what kinds of people share these categories and assumptions are
not the compelling issues.

A largely qualitative paradigm is thus suitable,

because the research problem assumes the following characteristics, as
developed by Morse and Field (1996).

First, the concept is essentially slowly evolving as there is a lack of information
about the career progression and development of females in the Irish hospitality
industry.

Second, the nature of the phenomenon, as evidenced in studies

conducted abroad is more suited to qualitative data, in order to gather rich data.
Third, the theoretical perspectives selected to guide this thesis suggest the use
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of a largely qualitative paradigm. In relation to the methodological strategy, the
in-depth, or long interview technique was found to be the most appropriate
methodology to answer the research questions, as interviews, semi-structured or
unstructured, are appropriate methods when:

(i)

It is necessary to understand the constructs that the interviewee uses as a
basis for her opinions and beliefs about a particular matter or situation;

(ii)

The step-by-step logic of a situation is not clear;

(iii)

The subject matter is highly confidential or commercially sensitive;

(iv)

The interviewee may be reluctant to be truthful about issues other than
confidentially in a one-to-one situation (Easterby-Smith etal., 1991).

Details of the interview technique used in this study are discussed below.

3.3 The Long Interview

According to McCracken (1988), the long interview is one of the most powerful
methods in the qualitative armoury.

For certain descriptive and analytic

purposes, no instrument of inquiry is more revealing.

The method permits us

enter into the mental world of the individual manager in order that we might begin
to see the categories and logic by which he or she sees the world. It can also
permit us into the ‘life world’ of the individual, to see the content and pattern of
daily experience. The long interview gives the opportunity to step into the mind
of another person, to see and experience the world as they do (McCracken,
1988).

King (2004) argues that the goal of qualitative research interviews is,

therefore, to see the research topic from the perspective of the interviewee and
to understand how and why they come to have this particular perspective.
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The depth interview is a highly unusual speech event, one that makes for a most
peculiar social relationship.

There is no question that certain aspects of this

event and relationship must be crafted precisely to serve the interests of good
qualitative inquiry (McCracken, 1988). According to Burgess (1984), the depth
interview is a conversation in which the researcher encourages the informant to
relate, in their own terms, experiences and attitudes that are relevant to the
research problem. As Brewer and Miller (2003) posit, it allows respondents to
say what they think and to do so with greater richness and spontaneity.

Easterby-Smith et al. (1991) suggest that one of the main reasons for conducting
qualitative interviews is to understand how individuals construct the meaning and
significance of their situations, from the complex personal framework of beliefs
and values which they have developed over their lives in order to help explain
and predict events in their world.

Researchers must, therefore, be able to conduct interviews so that the
opportunity is present for these insights to be gained.

Failure to achieve this

could result in a superficial exchange of information, which might have been
better and more cost effectively achieved via a semi-structured questionnaire
(Bryman and Bell, 2003).

The first step of the detailed, qualitative interview

begins with an exhaustive review of the literature.

According to McCracken

(1988) a good literature review has many obvious virtues.

These are set out

below.

3.4 The Literature Review

Literature reviews are not simple exercises in idea collection; they are a form of
qualitative analysis. They are also critical undertakings in which the investigator
exercises a constant scepticism.

Reviews search out the conscious and

unconscious assumptions of various authors.

They determine how these
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assumptions force the definition of problems and findings.

According to

McCracken (1988), a good literature review is a critical process that makes the
investigator the master, not the captive, of previous scholarship. It enables the
investigator to define problems, assess data and provides the concepts on which
subjects’ precepts depend. A thorough review of the literature allows the data of
one’s research project take issue with the theory of one’s field and it is a way to
manufacture distance (McCracken, 1988).

Another purpose of the literature review is to aid in the construction of the
interview guide.

The literature review establishes the areas the interview will

explore and aids in specifying categories and relationships that may organise the
data. A review helps to determine what the respondent should ask about and
what he or she should listen for.

By the end of the literature review, the

investigator should have a list of topics from which questions must be prepared
(McCracken, 1988).

This list of topics allows for the creation of the interview

guide.

3.5 The Interview Guide

An interview guide is a list of questions or issues that are to be explored in the
course of an interview. The questions which formed the interview guide for this
study are listed in Appendix 1.

An interview guide was prepared to make sure that essentially the same type of
information was obtained from a number of people by covering the same
material. The interview guide provides topics or subject areas about which the
interviewer is free to explore, probe, and ask questions that will elucidate and
illuminate that particular subject, allowing for flexibility in conducting the interview
(Bryman and Bell, 2003).

According to Berry (1999) perhaps the most

fundamental use for the interview guide is to serve as a basic checklist during the

83

interview to make sure that all relevant topics are covered and to act as a sort of
checklist that she or he can refer to when deciding what to turn to next as the
interview proceeds.

The interviewer is thus required to adapt both the wording and sequence of
questions to specific respondents in the context of each actual interview as it
occurs. According to Patton (1990), the interviewer then remains free to build a
conversation within a particular subject area, to word questions spontaneously,
and to establish a conversational style, but with the focus on a particular
predetermined subject.

King (2004) believed that the primary advantage of an

interview guide is that it can help to make sure that the interviewer has carefully
decided how best to use the limited time available in an interview situation. The
interview guide helps make interviewing different people more systematic and
comprehensive by delimiting the issues to be discussed in the interview (Patton,
1990).

It also assists the interviewer ‘in making connections between different

parts of the interaction (Brewer and Miller, 2003).

Bryman and Bell (2003) recommend the preparation of an interview guide which
can be used as a loose structure for the questions to be used in the interviews.
Jones (1985) advises that, although researchers are to some extent tied to their
framework, they shouldn’t be ‘tied up by them’. Based on the literature review in
chapter two of this study, an interview guide was created by the author which
attempted to provide an appropriate structure for questioning, ensuring that the
author included what were considered to be the more pertinent issues in the
literature (Flick, 2006).

The label ‘qualitative interview’ has been used to

describe a broad range of different types of interviews, from those that are non
directive or open, to those where the interviewer takes a prepared list of
questions and is determined to ask these questions.

In between these two

extremes is an ‘abyss of practice’ which provides theory about the purpose and
nature of the qualitative interview (Easterby-Smith et ai, 1991). The interview
technique used by the author in the current study could be considered as falling
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within this abyss of practice, using a loosely structured interview guide to discern
the perceptions of the interviewees.

3.6 The Interview Pool

A key difficulty in qualitative research utilising the interview technique is to
determine the precise number of interviewees (Mintzberg, 1979). The approach
adopted in selecting the number of interview participants for this study was based
on a strategy called ‘theoretical sampling’, where the actual number of cases
studied is less important than the ‘potential of each case in aiding the researcher
to develop insights into the area being studied’ (Glaser and Strauss, 1967).
McCracken (1988) endorses the use of small samples, and states that ‘for many
research projects, eight respondents will be perfectly sufficient’.

According to

Seidman (1991), there are two criteria for ‘enough’. The first is sufficiency. Are
there sufficient numbers to reflect the range of participants and sites that make
up the population so that others outside the sample might have a chance to
connect to the experiences of those in it? According to Bryman and Bell (2003),
the other criterion is saturation of information, when the interviewer begins to
hear the same information reported and she is no longer learning anything new.
Gaskell (2000) supports the criterion of saturation.

Similarly, Gaskell (2000) argues that more interviews do not necessarily imply
better quality or more detailed understanding.

Mason (1996) further suggests

that qualitative samples are usually small for practical reasons to do with the
costs, especially in terms of time and money, and for generating and analysing
qualitative data. The selection of the respondents must be made accordingly.

The number of interviewees may be the result of a combination of the time and
resources available for the investigation and of the ‘law’ of diminishing returns in
research (Kvale, 1996). Seidman (1991) suggests that because hypotheses are
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not being tested, the issue is not whether the researcher can generalise the
finding of an interview study to a broader population.

Instead, the researcher’s

task is to present the experience of the people she interviews in compelling
enough detail and ‘in sufficient depth that those who read the study can connect
to that experience, learn how it is constituted, and deepen their understanding of
the issues it reflects’.

As Gaskell (2000) highlights, the real purpose of the

interview is to explore the range of opinions, not to count the opinions or the
people. Mason (1996) suggests that the interviewer is likely to be making certain
kinds of epistemological assumptions about the interaction between oneself as a
researcher and those who are being interviewed, which suggest that semistructured interviewing is appropriate.

Mason (1996) further suggests that the

interviewer may wish to conceptualise one’s role as active and reflexive in the
process of data generation, rather than as a neutral collector, and analyse one’s
role within this process.

3.7 The Sample

The key research question in this study focuses on the career progression of
female managers in the Irish hospitality industry. Twenty-one female managers
were selected for inclusion in the study, nine of which were in senior
management positions and the remaining twelve in middle management
positions.

The sample included female graduates from the Dublin Institute of

Technology, Cathal Brugha Street from three different years; 1990, 1994 and
2000. The purpose of using different years was to ascertain if there were any
changes in their perceptions to progression in the Irish hospitality industry since
graduation.

Initially, an introductory letter was sent to the Graduate Network Officer in the
Dublin Institute of Technology, detailing the criteria for inclusion in the study.
These were that first, the women had to be graduates from the BSc International
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Hospitality Management programme. Second, they had to have graduated from
one of the three years selected - 1990, 1994 or 2000. This was deemed as an
important criterion as this would have allowed the women time to progress their
career substantially since graduation.

Twenty three responses were received

from the initial letter sent from the Graduate Network.

Eleven of these

respondents had left the industry in the early years following graduation. The
remaining twelve respondents were deemed valid for the purpose of the study.
This figure was then augmented to twenty-one by the use of snowball sampling,
which, given the absence of any adequate population frame to sample, seemed
the most feasible method for gathering data.

Snowball sampling is a technique for finding research subjects where one subject
gives the name of another subject who, in turn, provides the name of a third and
so on (Vogt, 1999). This approach is useful for developing a research sample in
hidden populations difficult to access, such as drug users and commercial sex
workers, and in this particular case, was deemed to be appropriate, due to the
specific requirements of the sample, and due to the author’s management
network.

This approach was used by Marshall (1984) who asked female

managers to suggest other potential interviewees. It should be noted that there
are some difficulties with using snowball sampling (Atkinson and Flint, 2001).
The selection bias involved in the process may limit the validity of the sample, as
respondents are not randomly chosen, but are dependent on the subjective
selection by the initial contact respondents.

Such samples may tend to be

biased toward individuals who are well integrated into a social network and miss
‘isolates’ who are not connected to any network (Atkinson and Flint, 2001).

The author made contact by email with the initial twelve respondents and asked if
they could each identify one potential interviewee. The basics of the study were
explained. This snowball sampling generated nine additional respondents very
quickly, all of whom agreed to take part in the study, bringing the total number of
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respondents to twenty-one.

Table 3.2 presents demographic details of the

twenty-one female managers interviewed:

Table 3.2 Details of the Female Managers Interviewed

Manager

Location

Job Title

Marital

No.

Children

Status

1

Connaught

Director of Food & Beverage

Single

No

2

Munster

Human Resource Manager

Single

No

3

Leinster

Sales Manager

Single

No

4

Ireland

Director of Sales-Hotel Group

Single

No

5

Munster

Head Chef

Single

No

6

Ireland/ UK

Director of Operations

Married

No

-Hotel Group
7

Leinster

General Manager

Married

No

8

Ireland

Director of Sales

Married

No

9

Leinster

Director of Sales

Married

Yes

10

Munster

Deputy Manager

Married

Yes

11

Leinster

Deputy Manager

Married

Yes

12

Leinster

Restaurant Supervisor

Married

Yes

13

Connaught

Restaurant Supervisor

Married

Yes

14

Leinster

Revenue Manager

Married

Yes

15

Leinster

Reservations Manager

Married

Yes
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16

Dublin

Assistance Financial

Married

Yes

Controller

17

Dublin

Accommodation Supervisor

Married

Yes

18

Leinster

Sales Executive

Married

Yes

19

Munster

Reservations Manager

Married

Yes

20

Ulster

Front Office Manager

Married

Yes

21

Connaught

Front Office Manager

Married

Yes

The twenty-one middle and senior managers who participated in this study was
representative of a broad spectrum of the departments in the hospitality industry
including: food and beverage, human resources, sales, chef, operations,
restaurant, accounts, front office and accommodation. The interviews took place
between September 2008 and January 2009.

Table 3.2 also highlights the

marital and familial status of the respondents.

Sixteen were married and five

were single. Thirteen women had children and the remainder did not.

3.8 Gaining Access

Martin has argued that ‘the venerable university name is as much a factor in
gaining access as anything else’ (1985). For the purpose of this study, a direct
approach to gaining access was adopted.

This approach took the form of an

introductory email, to provide institutional legitimisation. A few days later the first
of the respondents made contact by email.

Later the author sent follow-up
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emails to those who responded to establish if they were in a management
position within the hospitality industry and whether they fitted the criteria for
inclusion in the study and if they would be willing to be interviewed.

The

interview dates and times were then confirmed by telephone and, finally, the day
before each interview was due to take place the author telephoned interviewees
to ensure that their schedules had not changed and that interview would go
ahead at the time agreed. The author made extensive efforts to gain access to
the respondents for this study, as many of the interviewees work hours other
than the regular 9.00am - 5.00pm, Monday to Fridays and due to the demands
of work in the hospitality industry, were called away at short notice to deal with
issues that required immediate resolve. On two occasions, the interviews had to
be re-scheduled to the following day.

According to Hart (1991), it is unwise to arrange appointments shortly before
lunch or at the end of the day unless the interview can be completed with
certainty. Hart’s research experience suggests that respondents’ impatience can
be problematic, and such arrangements are risky if the respondent is late for the
interview (Hart, 1991). She also suggests that, generally, arriving ‘just on time’ is
unsatisfactory where the interviewee’s time is restricted. In many instances, the
interviewee is not called until the interviewer has arrived, at which point the
secretary or receptionist has to locate the respondent, who might often be in a
meeting or making an important telephone call. Ten or fifteen minutes can often
elapse before the respondent is free, which could cause problems when he or
she has stipulated an hour for the interview. Arriving about a quarter of an hour
early compensates for this and allows extra time for gleaning valuable
information at the reception (Hart, 1991).

This approach was adopted by the

author.

Hart also suggests that the location of the interview is not without importance and
suggests that most interviewees will suggest a quiet office as an interview venue
(Hart, 1991).

Berg (2001) also suggests that the location of the interview is
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somewhere the interviewee feels comfortable. Following this advice the choice
of location was decided on by each of the interviewees. The result was that four
of the interviews were held in Cork in the hotels the participants’ worked in, a
further three of the interviews were held in Limerick, two in the hotels the
interviewees worked in and one in an interviewees home. All other interviews
were held in Dublin, mostly in the hotels in which the interviewees were
employed, two in their own homes and a further two in a restaurant.

This

required the author to travel long distances in order to conduct the majority of
interviews. All interviews ranged in length from one hour to one hour and fifty
five minutes.

3.9 Interview Procedure

According to McCracken (1988), the opening of the interview is particularly
important; because in the opening few minutes of the interview it must be
demonstrated that the interviewer is a benign, accepting, curious (but not
inquisitive) individual who is prepared and eager to listen with interest.

In a

research setting, it is up to the interviewer to create, in a short time, a contact
that allows the interaction to get beyond merely a polite conversation or
exchange of ideas. As Berg (2001) states ‘never start an interview cold’. The
interviewer must establish an atmosphere in which the subject feels safe enough
to talk freely about his or her experiences and feelings.

A way to create this atmosphere is to make the opening questions simple,
informational ones. Kvale (1996) believed that a few minutes of idle chatter at
this stage is welcome, as it gives the respondent a chance to have a grasp of the
interviewer before they allow themselves to talk freely,
experiences and feelings to a stranger.

exposing their

For this study, a few minutes of idle

chatter before the opening stage of each interview were engaged in, to give the
respondent a chance to feel comfortable with the interviewer. McCracken (1988)
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believes that this is an important time to reassure the respondent because it is in
these opening stages that he or she sets his or her defences.

Once the preliminaries are completed, the interviewer must deploy the grand-tour
questions, and the ‘floating’ and ‘planned’ prompts (McCracken, 1988).

He or

she must take care to see that data are collected for all of the categories and
relationships that have been identified as important.

In addition to these

categories and relationships, the respondent must also be prepared to identify
and cultivate data on categories and relationships that have not been anticipated.
McCracken also notes that the interviewer encounters salient data in the midst of
a very crowded and complicated speech event. There is virtually no opportunity
for unhurried identification or reflection. What the investigator does not capture
in the moment will be lost forever.

This is a challenging occasion because

mistakes are both easy to make and impossible to rectify (McCracken, 1988).
What is required of the investigator within this structure is to listen with great
care.

The interviewer must listen for many things, including impression

management, topic avoidance, deliberate distortion, minor misunderstanding,
and outright incomprehension, taking, in each case, the necessary remedy to
deal with the problem (Gaskell, 2000; Briggs, 1986).

3.10 The Degree of Structure

Turnbull (2002) highlights a number of issues that researchers will need to
consider in order for interviews to be successful.

The first is the problem which all researchers must resolve — how much
structure to put in the interview. She makes the point (Turnbull, 2002) that:

There is no such thing as presuppositionless research.

In

preparing for interviews researchers will have, and should
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have, some broad questions in mind, and the more interviews
they do and the more patterns they see in the data, the more
likely they are to use this grounded understanding to want to
explore in certain directions rather than others.

As mentioned above, the degree of structure for this study was achieved by
adherence to the interview guide. Although there were some deviations from the
sequence in order to follow interesting lines of inquiry and to facilitate an
unbroken discussion, the author attempted to cover all the issues mentioned in
the interview guide. This required that the author needed to be perceptive and
sensitive to events, so that lines of inquiry could be changed and adapted during
the interview.

Finally, on the subject of structure, Turnbull (2002) advises that

the researcher should be warned against assuming that a non-directive interview,
where the interviewee talks freely without interruption or intervention, is the way
to achieve a clear picture of the interviewee’s perspective. This is more likely to
produce no clear picture in the mind of the interviewee of what questions or
issues the interviewer is interested in, and in the mind of the interviewer of what
questions the interviewee is answering. Too many assumptions of this kind lead
to poor data which are difficult to interpret. Researchers are therefore likely to be
more successful if they are clear at the outset about the exact areas of their
interest (Bryman and Bell, 2003).

3.11 Tape Recording Interviews

According to Patton (1990), a tape recorder is part of the indispensable
equipment of evaluators using qualitative methods. Tape recorders do not tune
out of conversations, change what has been said because of interpretation or
record more slowly than what is being said (Patton, 1990).

In addition to

increasing the accuracy of data collection, the use of a tape recorder permits the
interviewer to be more attentive to the interviewee. The interviewer who is trying
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to concurrently write down everything that is said will have a difficult time
responding appropriately to interviewee needs and cues — and the pace of the
interview can become decidedly non-conversational, as the interactive nature of
in-depth interviewing is seriously affected by the attempt to take verbatim notes
during the interview (Bryman and Bell, 2003). The use of a tape recorder does
not mean that the interviewer can become less attentive to what is being said
(Wengraf, 2001).

Similarly, Heritage (1984) outlines the benefits of tape recording the interview:

One’s full attention must be focused on the interview. One must
be thinking about probing for further explication or clarification of
what he [or she] is now saying; formulating probes; linking up
current talk with what he has already said; thinking ahead to
putting in a new question that has now arisen and was not taken
account of in the standing guide (plus making a note at that
moment so one will not forget the question); and attending to
the interviewee in a manner that communicates to him [or her]
that you are indeed listening. All of this is hard enough simply in
itself. Add to that the problem of writing it down — even if one
takes shorthand in an expert fashion — and one can see that
the process of note-taking in the interview decreases one’s
interviewing capacity.

Therefore, if conceivably possible, tape

record; then one can interview.

Berg (2001) is also in favour of interviews being recorded on tape. He suggests
that interviewers who attempt to make their own record of the interview by taking
notes may create an unnecessary and dangerous distraction.

In McCracken’s

view a verbatim transcript of the interview testimony must, be created (1988).
Bryman and Bell (2003) also stress the importance of recording verbatim each
word that is spoken through the use of a tape-recorder.
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All twenty-one interviews in the current study were recorded on tape.

This

relieved the interviewer from the burden of intensive writing at the time of the
interview, in order to concentrate on the interview process. The author agrees
with Riley (1996) who notes that, by comparison with note-taking, which involves
a good deal of on-the-spot selection, and which undermines the reliability of the
data collected, tape-recording ensures complete transcriptions for analysis.

3.12 The Interviewer-Respondent Relationship

According to Hall and Noyes (2009) the best manner in which to conduct an indepth interview is to strike a balance between formality and informality for each
of the participants in question.

A certain formality in dress, demeanour, and

speech is useful because it helps the respondent cast the investigator in the role
of a ‘scientist’, someone who can end up asking very personal questions, not out
of personal but professional curiosity. This formality also helps to reassure the
respondent that the investigator can be trusted to maintain the confidentiality that
has been promised to the respondent. A certain, balanced informality is useful
because it reassures the respondent that for all of his or her professional training,
the investigator is not a cold, distant creature unacquainted with or indifferent to
the complexities and difficulties of the respondent’s life world (Berg, 2001). Hall
and Noyes (2009) believed that the formality-informality balance will have to be
tuned up or down according to the particular demands of special contexts.

In this study, the above guidelines were followed in order to strike a balance
between formality and informality. Respondents generally spoke formally at the
beginning of the interview, and whenever they outlined company policies and
procedures. As the interview progressed respondents spoke more informally of
their personal experiences, ambitions and achievements.

As Stebbins (1972)

noted, the qualitative interview gives the respondent the opportunity to engage in
an unusual form of sociality. Suddenly, they find themselves in the presence of
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the perfect conversational partner, someone who is prepared to forsake his or
her own turn in the conversation and listen eagerly to anything the respondent
has to say (Stebbins, 1972). This characteristic of the qualitative interview leads
to other benefits, including the opportunity to make oneself the centre of
another’s attention and to state a case that is otherwise unheard (Ablon, 1977).
Together, these advantages suggest that there are, for most respondents,
benefits to compensate for the risks of the qualitative interview (Bryman and Bell,
2003).

3.13 Controlling the Interview

Time is precious in a research interview.

Long-winded responses, irrelevant

remarks and getting side-tracked in the interview will reduce the amount of time
available for focusing on the particular issues being addressed. This means that
the interviewer must maintain control of the interview. Control is maintained by
the interviewer by (i) knowing what it is that he or she wants to find out, (ii) asking
the right questions to get the information needed, and (iii) giving appropriate
verbal and non-verbal feedback (Kvale, 1996).

Knowing what information is required means having the ability to recognise and
distinguish appropriate from inappropriate responses. It is not enough just to ask
the right questions. The interviewer must listen carefully to make sure that the
responses received provide answers to the questions that are asked. The first
responsibility, therefore, in maintaining control of the interview, is knowing what
kind of data one is looking for and directing the interview in order to collect that
data (Berg, 2001).

For this study, control of the interview was maintained

relatively easily as the author adhered to the prepared interview guide who
determined the data that was required.
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Giving appropriate feedback to the interviewee is essential in pacing an interview
and maintaining control of the interview process.

Head nodding, taking notes,

non-verbal body language and silence are all signals about how the interview is
progressing (Berg, 2001). On the other hand, it is often necessary to stop an
unfocused respondent who strays off the track.

The first step in stopping the

long-winded respondent is to cease giving the usual cues mentioned above that
encourage talking — by ceasing head nodding, or by interjecting a new question
as soon as the respondent pauses for breath (Patton, 1990).

On a few

occasions in this study, the author had to provide the cues mentioned above to
stop the over-talkative interviewee and to ensure that all the topics on the
interview guide were covered. All twenty-one participants in the study were very
forthcoming with data and were also very enthusiastic about taking part in the
research.

3.14 Interviewer Bias

According to Jones (1985), an interview is a complicated, shifting, social process
occurring between two individual human beings, which can never be exactly
replicated. We cannot get at some ‘objective truth’ that would exist if only the
effects of interpersonal interaction could be removed.

Yet the matter is not straightforward. Are we not concerned in some ways with
avoiding the bias of imposing our own definitions to the extent that we do not see
those of our respondents?

The answer has to do with the way in which we

understand and use the concept of bias — not as something to be avoided at all
costs — but as something to be used, creatively, contingently and self
consciously. We use our ‘bias’ as human beings in creative and contingent ways
in order to develop particular relationships with particular people, and in order
that they can tell us about their worlds and we can hear them. In doing this we
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use ourselves as research instruments to try and empathise with other human
beings. No other research instrument can do this (Jones, 1985).

Jones (1985) suggests that if we, as researchers, want to obtain good data, it
would be better that the persons we are interviewing, trust us enough to believe
that we will not use the data against them.

She also suggests that we must

ensure the interviewees that we will not regard their opinions as foolish. Jones
further suggests that researchers must be aware that interviewees do not
produce a well-rehearsed script that tells very little about what actually concerns
and moves them; or that they do not see an opportunity to manipulate us to suit
certain personal ends of which we are unaware. Thus, the stress in much that is
said about interviewing is on the need to assure respondents of confidentiality,
on using and developing the social skills (verbal and non-verbal) which we have
all used at some time or other to convince others that we want to hear what they
have to say, take it seriously, and are indeed hearing them (Jones, 1985). The
author explained the non-traceability of quotes to individuals in the presentation
of the data gathered, through the allocation of numbers to each respondent’s
interview. Each interviewee was also assured of confidentiality of the data.

As noted earlier, for the purposes of the current study the author adhered to the
interview guide derived from a review of the literature. The author believes that
this guide helped to reduce interview bias.

The author also believes that it is

possible to develop a style which combines an informal conversational approach
with the formal interview guide, which together, helps keep possible interview
bias to a minimum.

3.15 After the Interview

The period after the interview is critical to the rigour and validity of qualitative
methods. This is a time for guaranteeing the quality of the data. The first thing to

98

be done after a tape-recorded interview is to check the tape to make sure it was
recorded properly (Bryman and Bell, 2003). For this study, the author followed
this advice and checked each tape before leaving the interview to ensure that the
data was recorded properly. This period after the interview is a critical time of
reflection and elaboration: ‘it is a time of quality control to guarantee that the data
obtained will be useful, reliable and valid’ (Patton, 1990).

Since the raw data of interviews are quotations, the most desirable kind of data
to obtain would be a full transcription of interviews. Although transcribing is time
consuming, transcripts can be enormously useful in data analysis, or later, in
replications or independent analyses of the data (Bryman and Bell, 2003). In this
study, all interviews were transcribed verbatim immediately or shortly after each
interview.

Each interview transcript typically ran to on average seven typed

pages, totalling one hundred and forty seven pages in all.

3.16 Organising Qualitative Data for Analysis

The analysis of qualitative data is a creative process; there are no formulas, as
might be the case in statistically driven research (Bryman and Bell, 2003). It is a
process demanding intellectual rigour and a great deal of hard, thoughtful work
(Patton, 1990).

Many researchers after collecting qualitative data spend a great deal of time
turning it into numbers or otherwise attempting to quantify it. They recognise that
numbers have a seductive air and, sometimes, thinking politically of the
acceptability of their findings, they gear their data to quantitative statements.
Others argue that doing this spoils the richness of the data, often so
painstakingly collected, and fails to give the holistic view so important in
qualitative research (Easterby-Smith etal., 1991).
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According to Mostyn (1985), the analysis of qualitative data is perhaps the most
demanding and least examined aspect of the qualitative research process. The
exact manner in which the investigator will travel the path, from data to
observations, conclusions, and scholarly assertion, cannot and should not be
fully specified. According to Gaskell (2000), the broad aim of analysis is to look
for meanings and understandings. According to Mostyn (1985), the investigator
comes to this undertaking with a sense of what the literature says ought to be
there, a sense of how the topic at issue is constituted in his or her own
experience, and ‘a glancing sense of what took place in the interview itself’. The
investigator must be prepared to use all of this material as a guide to what exists
there, but he or she must also be prepared to ignore all of this material to see
what none of it anticipates.

If the full powers of discovery inherent in the

qualitative interview are to be fully exploited, the investigator must be prepared to
glimpse and systematically reconstruct a view of the world that bears no relation
to his or her own view or the one evident in the literature (McCracken, 1988).

According to Bryman and Bell (2003) there are two basic methods of analysing
qualitative data.

The first method is known as content analysis, whereby the

researcher ‘goes by numbers’ and ‘frequency’. The second method is known as
‘grounded theory’, whereby the researcher goes by feel and intuition, aiming to
produce common or contradictory themes and patterns from the data which can
be used as a basis for interpretation. In this second approach, researchers need
to stay close to the data and any observations made have to be placed carefully
in context. Charmaz (2000) believed that the data used in this type of research is
coded as it is collected, allowing the researcher’s interpretation of the data to
shape his or her emergent codes.

Grounded theory was believed to be most

appropriate for this study in light of the considerations set out in Chapter One and
is described in the following section.
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3.17 Grounded Theory

Glaser and Strauss argue that grounded theory should be developed in such a
way as to ‘facilitate its application in daily situations by sociologists and laymen’
(1967).

They developed the grounded theory approach in which researchers

would seek to generate theory on the basis of observations made in the course
of conducting research. As Strauss and Corbin (1990) highlight:

A grounded theory is one that is inductively derived from the
study of the phenomenon it represents. That is, it is discovered,
developed, and provisionally verified through sytematic data
collection and analysis of data pertaining to that phenomenon.

The grounded theory approach methodology begins with qualitative data (e.g., a
transcript) and then engages in a ‘process of sifting and categorising in an
attempt to develop hypotheses grounded on the data’ (Beard and Easingwood,
1989). As Saunders et al. (2000) note, theory is tentatively formed from the data
collected and is tested through the collection and further analyses of additional
data.

Easterby-Smith et al. (1991) consider the grounded theory approach

particularly good for dealing with transcripts. This approach recognises that the
large amounts of non-standard data produced by qualitative studies make data
analysis problematic.

Haig (1995) argues, the general goal of this theory is to

construct theories in order to understand phenomena. Gilgun (2009) comments
that grounded theory works because:

Rather than forcing data within logico-deductively derived
assumptions and categories, research should be used to
generate grounded theory, which ‘‘fits’’ and “works” because it is
derived from the concepts and categories used by social actors
themselves to interpret and organise their worlds.

It should
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closely fit the substantive area in which it would be used.
Second, it must be readily understandable by laymen concerned
with this area.

Third, it must be sufficiently general to be

applicable to the multitude of diverse daily situations within the
substantive area, not to just a specific type of situation. Fourth,
it must allow the user partial control over the structure and
process of daily situations as they change through time.

Orlikowski (1993) asserts that grounded theory has been successfully employed
by people in a variety of disciplines, and posits that Glaser and Strauss
encouraged researchers to use the procedures for their own disciplinary
purposes. A model of data analysis, developed by Easterby-Smith et al. (1991)
based on the grounded theory method, was chosen for the analysis of data in
this study.

There are seven main stages to analysis of the data used in this

study. According to this model these stages are:

1 Familiarisation:

The first step of analysis meant re-reading the interview

transcripts. This enabled some first thoughts to emerge and notice what was of
interest.

Easterby-Smith et al. (1991) believed that this stage however was

essentially exploratory, where questions began to be framed.

2 Reflection: This stage meant a process of evaluation and critique as the data
was evaluated in the light of the literature review in Chapter Two. The types of
questions that the author asked herself at this stage were:

Does the data

support existing knowledge?; Does it challenge it?; Does it answer previously
unanswered questions?;

Is it different?;

What is different?

This stage is

distinctive because of the volume and range of hypotheses, explanations or
solutions which are still very much at the instinctive ‘gut feelings’ stage.
According to Easterby-Smith et al. (1991) these still need thinking about and
might be substantiated, but have not yet been rigorously tested.

102

3 Conceptualisation: Easterby-Smith et al. (1991) hypothesised that at this stage
there is usually a set of concepts or variables which seem to be important for
understanding what is going on. The researcher, however, will not yet be sure
just how reliable or valid these concepts are: do they really relate in a consistent
way to show how the

individual views an

issue,

or has there been

misinterpretation of what has been said? At this stage the researcher may well
come across more concepts which were previously missed, and these can be
added to the list. In this current study, this meant that the author needed to go
back to the data and search for concepts and methodically highlight them where
they appeared.

Different coloured pens were used to highlight the different

concepts.

4 Cataloguing concepts:

Easterby-Smith et al. (1991) suggest that once it is

established that the concepts identified do seem to occur in people’s
explanations, then they can be transferred onto cards as a quick reference guide.
In this study, this meant that the author established concepts from the
interviewees and coded and catalogued them accordingly.

5 Recoding: At this stage all the references to particular concepts are known,
therefore, it is possible to go back quickly and easily to those places in the data
to see what was actually said. This meant that the author went back to the data
and compared what was actually said in order to redefine and recode the
concepts. This is called laddering. Easterby-Smith et al. (1991) postulated that
laddering took place both up and down the databank, this meant enlarging or
collapsing the codes selected.

6 Linking: According to Easterby-Smith et al. (1991) the analytical framework
and explanations should have become clear, with patterns emerging and
concepts spotted that could fit together. There should be a clearer hypothesis
based on the evidence which has been gathered and organised. In this study,
this meant linking all the variables which were identified as important into a more
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holistic theory. This involved linking the empirical data with more general models
in the literature review, and took the form of going backwards and forwards
between the literature and the evidence collected in practice.

7 Re-evaluation: At this stage, Easterby-Smith et al. (1991) note that in the light
of the comments of others, the researcher may feel that more work is needed in
some areas.

For example, the analysis may have omitted to take account of

some factors or have over-emphasised others. This meant that the author re
evaluated the already highlighted concepts to ensure that relevant data had not
been overlooked or omitted.

Glaser and Strauss (1967) therefore, argue that theory about the social world
which ‘fits and works’ are that which is generated inductively from the data.
Categories emerge out of the examination of the data by researchers who study
it without firm preconceptions dictating relevance’s in concepts and hypotheses
before-hand. Similarly, Patton (1990) suggests that:

The cardinal principle of qualitative analysis is that causal and
theoretical statements be clearly emergent from and grounded
in field observations.

The theory emerges from the data; it is

not imposed on the data.

This process of data collection is controlled by the emerging theory, whether
substantive or formal.

According to Glaser and Strauss (1967), the initial

decisions are not based on a preconceived theoretical framework. Strauss and
Corbin (1998) stress that the procedures and canons of grounded theory must be
taken seriously “otherwise researchers end up claiming to have used a grounded
approach when they have used only some of its procedures or have used them
incorrectly”.

Bryman and Bell (2003) note an additional problem of using a

grounded theory approach is the seemingly contradictory position taken by both
Glaser and Strauss with regard to the rules and procedures they outline in their
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various publications. They posit that Glaser and Strauss (1967) believed that the
approach to grounded theory that Strauss and Corbin (1990) were promoting
was too prescriptive.

Charmaz (2000) posited that as a result of this there is

some disagreement about what grounded theory is and what it entails.

It is important to note that while this study used techniques associated with a
grounded theory approach, it cannot be classified as a purely grounded theory
inquiry. Grounded theory techniques, which assisted the research process, were
open coding (breaking down, examining,

comparing, conceptualizing and

categorizing the data) axial coding (linking coded to contexts, to consequences,
patterns of interaction and causes), selective coding (selecting the core category,
relating it to other categories, validating the relationships and filling in categories
hat need further refinement and development) theoretical saturation (where the
same results are found during data collection), constant comparison (where
information from data collection is compared to emerging categories). Creswell
(1998) hypothesised that other rules and techniques of grounded theory which
were not utilised, include memoing^ and conditional matrices^.

3.18 Coding Data for Analysis

Glaser and Strauss (1967) emphasise that another way to convey credibility of
the grounded theory approach is to use a codified procedure for analysing data,
(as outlined above), which allows readers to understand how the analyst
obtained his or her theory from the data. When no codified procedure is used in
qualitative analyses, the transition from data to theory is difficult, if not impossible
to grasp. Glaser and Strauss (1967) believed that without this linking process in

' Memoing is the researcher’s practice of writing notes on possible theoretical propositions or relationships between categories formed
from the data. ^ Conditional matrices are captures the higher level of abstraction necessary to bridge to the final phase of grounded
theory analysis, selective coding and interpretation and ultimately to the theory generation.
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mind, the reader is likely to feel that the theory is somewhat impressionistic, even
if the analyst strongly asserts he or she has based it on hard study of data
gathered during months or years of field or library research.

Coffey and Atkinson (1996), caution that coding should not be seen as a
substitute for analysis. The term coding encompasses a variety of approaches to
and ways of organising qualitative data.

According to Byman and Bell (2003)

coding is the key process in grounded theory. Coding can be thought about as a
way of relating our data to our ideas about those data. Because codes are thus
links between locations in the data and set of concepts or ideas, they are in that
sense heuristic devices. According to Coffey and Atkinson (1996) coding reflects
our analytic ideas, but one should not confuse coding itself with ‘the analytic work
of developing conceptual schemes.

Similarly, Miles and Huberman (1994)

suggest that coding constitutes the ‘stuff of analysis’ allowing one to ‘differentiate
and combine the data you have retrieved and the reflections you make about this
information’. They argue that coding is a process that enables the researcher to
identify meaningful data and set the stage for interpreting and drawing
conclusions. They describe codes as (1994):

Tags or labels for assigning units of meaning to the descriptive
or inferential information compiled during a study.

Codes

usually are attached to “chunks” of varying size — words,
phrases,

sentences

or

whole paragraphs,

connected or

unconnected to a specific setting. They can take the form of a
straightforward category label or a more complex one (e.g.
metaphor).

Miles and Huberman (1994) go on to suggest that codes can be used to retrieve
and organise data by devising a system for categorising the various chunks, so
the researcher can quickly find, pull out and cluster the segments relating to a
particular research question, hypothesis, construct or theme.
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In summary, the main goal of coding is to facilitate the retrieval of data segments
categorised under the same codes. Coding in the current study was essentially
indexing the interview transcripts, reducing the data to equivalent classes and
categories, and in some cases expanding and teasing out the data in order to
formulate new questions and levels of interpretation. Segmenting and coding the
data enabled the author to think about the data, to break the data apart in
analytically relevant ways in order to lead toward further questions about the
data. This coding procedure assisted the author to think creatively with the data
and generated theories and frameworks.

An example of the coding process used in this study can be illustrated in the
issue of ‘work-life balance conflict’. This theme which emerged from the data
serves to illustrate the coding process for all of the interview data collected and
its categorisation. The research theme regarding work-life balance conflict was
intended to examine whether balancing career and family responsibilities inhibit
female managers from progressing to senior management level in organisations.
Clearly, coding the data according to work-life balance conflict was essentially a
data reduction task.

Segmenting and coding the data according to work-life

balance conflict allowed the author to characterise what each stretch of the
interview was about in terms of general thematic content.

Such wide, generic

categories facilitated the retrieval of different segments of data that dealt with
work-life balance conflict.

The nature of qualitative interview data meant that

data relating to one particular topic were not found neatly bundled together at
exactly the same spot in each interview, therefore, sifting through vast amounts
of data to find preliminary codes was a slow process. These codes, however,
were a useful introduction for more detailed analysis later.

Initially, using work-life balance conflict as codes or categories, allowed a number
of sub-categories to be generated and utilised in segmenting the data. Some of
the more detailed codes came from the respondents’ own words, for example,
codes like ‘work-life balance’, ‘support’, and ‘flexibility’. These more detailed sub-
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categories overlapped with one another and the same sub-category was applied
several times in a single interview, and the same segment had more than one
code attached to it. According to Coffey and Atkinson (1996), these overlapping
sub-categories are characteristic of code maps of qualitative data.

They note

that in conversational talk, when we segment the data by attaching codes, topics
run into one another and there may be multiple issues to concern ourselves with
simultaneously. When the author had decided which aspects of the data to tag
with codes, the next decision to be made was what level of generality or detail
was to be used.

Weaver and Atkinson (1994) suggest including codes of

different degrees of generality, so that the data retrieval could be undertaken at
different levels. The author followed this suggestion and used codes of varying
degrees of generality to provide links between particular segments of data and
the categories that were used in order to conceptualise those segments. Strauss
(1987) suggests that the process of coding is about asking oneself questions
regarding the data, and those questions help to develop lines of speculation and
hypothesis formation.

He suggests that in the course of coding, a researcher

takes a topic or according to Strauss a ‘phenomenon’ and attempts to identify its
dimensions, its consequences, and its relationships with other phenomena.

In the current example of work-life balance conflict, the author asked herself such
questions as ‘do the views of senior management on a female manager’s family
responsibilities impact on promotion opportunities?’, ‘what type of support does
she have at home to help her balance the dual demands?’

It can be seen,

therefore, that the code work-life balance conflict was linked to other phenomena,
as indeed were all of the other codes which emerged from the interview
transcripts. This process used for linking the data after cataloguing, coding, and
recoding the interview transcripts in this study was part of the seven stages of the
grounded theory method outlined above.
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3.19 Analysis of Data

As indicated earlier the questions developed in the literature review chapter were
used to design the interview guide.

This guide provides the basis for the

discussion of the topics in Chapter Four.

Direct quotations from the interviews

are presented, following Patton’s observation (1987) that direct quotations are a
basic source of raw data in qualitative evaluation. Patton also noted that direct
quotations can help to reveal the respondents’ levels of emotion, the way in
which they have organised their worlds, their thoughts about what is happening,
their experiences, and their basic perceptions.

According to Miles (1979), the analysis of qualitative data is perhaps the most
demanding and least examined aspect of the qualitative research process. The
author agrees with McCracken (1988) that the exact manner in which the
investigator will travel the path from data to observations, conclusions, and
scholarly assertion cannot be fully specified. As outlined above, the analysis of
data for this particular research study was based in grounded theory, and on the
model of data analysis developed by Easterby-Smith et al. (1991).

This

approach recognises that the large amounts of non-standard data produced by
qualitative studies make data analysis problematic. Patton (1990) hypothesised
that the challenge is to make sense of massive amounts of data, reduce the
volume of information, identify significant patterns, and construct a framework for
communicating the essence of what the data reveal.

Miles and Huberman

(1994) posit that the problem is that there are ‘few agreed-on canons for
qualitative data analysis, in the sense of shared ground rules for drawing
conclusions and verifying their sturdiness. As the existing literature contributed
to the initial design of this study, the author fou
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literature on (i) women in management, and (ii) career development, and (iii)
hospitality education programmes.

The next step was cross-case analysis which meant grouping together answers
from different people to common questions and analysing different perspectives
on central issues.

As an interview guide approach was used, answers from

different people were grouped by topics from the guide.

The interview guide,

therefore, provided a descriptive analytical framework for analysis. The author
agrees with Patton (1990) who suggests that there is not typically a precise point
at which data collection ends and analysis begins.

In the course of gathering

data, ideas about possible analysis occur; those ideas constitute the beginning of
analysis and they are part of the record of field notes. When data collection had
formally ended, analysis of the data began by organising analytic insights and
interpretations that emerged during data collection. This provided the beginning
of organising the data into topics.

Patton (1990) noted that this process of

labelling the various kinds of data and establishing a data index was a first step
in content analysis, while the content of the data was being classified.

Patton

further suggested that ‘a classification system is critical; without classification
there is disarray.

Simplifying the complexity of reality into some manageable

classification scheme is the first step of analysis.

In this study, various

categories emerged from the classification scheme which enabled the data to be
coded.

As Dick (1993) notes a category is a theme or variable which makes sense of
what your informant has said.

These codes were then used to retrieve and

organise the data and enable the author to locate segments relating to a
particular research question. The cataloguing and coding procedures detailed in
Section 3.19 were particularly useful for obtaining theory from the data. From the
data analysis in this study, six main themes emerged and the findings relating to
these themes are presented and analysed in detail in Chapters Four and Five.
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3.20 Summary

This in-depth review of the methodology used in this study highlights that the
author made extensive efforts to produce data that is detailed, reliable, informed
and nuanced.

The use of interviews was particularly advantageous in the

context of this research study, despite the associated difficulties. Interviews were
used because they provide depth information, non-verbal information, the
opportunity to probe, greater sensitivity to misunderstandings, and, more
spontaneity in the answers given; all required, given the complexity of the
research question addressed in this study. Dick (1993) hypothesised that as a
research technique, interviewing consumes large amounts of gross and net time,
arranging, travelling to and from

each

interview,

actual

transcribing, analysing, coding, and collating overall findings.

interview time,
In this study, the

author believes that the particular strengths of interviewing, however, far out
weigh any weaknesses, especially in the use of immediate follow-up questions,
and the yield of rich sources of data on people’s experiences, opinions,
aspirations and feelings as revealed in Chapter Four.

Ill

Chapter 4: Findings

4.0 Introduction

This chapter provides and outlines the factors influencing female representation
in the Irish hospitality industry based on the findings of this study’s qualitative
interviews with female graduates from the BSc

International

Hospitality

Management programme at the Dublin Institute of Technology, Cathal Brugha
Street, Dublin. The college of catering, Cathal Brugha Street, Dublin is part of
the Dublin Institute of Technology.

The college offers a four-year degree in

International Hospitality Management.

For the purpose of this study, female

graduates were sought from three different years; 1990, 1994 and 2000. Data
from the college shows that the number of female graduates participating in the
BSc programme increased from sixty percent in 1990 to seventy five percent in
2000.

A total of twenty one female graduates were interviewed from the

corresponding years to ascertain any changes in their perceptions to progression
in the Irish hospitality industry since graduation. The findings presented in this
study apply to female graduates from the Dublin Institute of Technology, Cathal
Brugha Street only.

Additional research would be required from within the

hospitality industry and other hospitality schools to ascertain if the findings are
replicated throughout the industry.

A number of objectives were identified at the beginning of this research in order
to advance our understanding of the dearth of women

holding senior

management positions in Irish hospitality industry.
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This study aims to address these objectives and the data presented here seeks
to answer the questions posed in section 2.6. This chapter begins by examining
the career aspirations of the female interviewees in this study.

The chapter

explores the potential obstacles to female career development; perceptions of
the existence of a glass ceiling and work-life balance conflict.

Finally,

networking, mentoring and the effect of role models on a female manager’s
career are also discussed. Direct quotations from the graduates are presented in
this chapter. A full transcript of each interview is available from the author.

4.1

Career Aspirations and Choices of Irish Female Hospitality
Graduates

This section begins by examining the career aspirations and choices of female
hospitality management graduates.

It will briefly review the number of

interviewees employed in the hospitality industry since graduation, their current
marital status and whether they have children.

Marriage and family will be

analysed in section 4.4, however, this section sets the scene in relation to the
interviewees’ current positions and whether they aspire to a more senior role in
the hospitality industry. Analysis of the data and quotations from the interviews
has helped in determining perceived barriers to female career progression in the
hospitality industry.

Of the twenty one interviewees, it is important to note that all respondents were
still employed in the hospitality industry. Sixteen of the interviewees are married
and thirteen of these women had children. Four of the sixteen married women
were employed at senior management level, only one of which had children. A
further five women, were not married and did not have children, but, were also
employed at senior management level. Only six of the twelve women in middle
management indicated a desire to progress to a more senior role within the team,
all of whom were married with children.
113

The following quotations typify the sentiments of the interviewees and their
aspirations to progress to more senior management roles within the hospitality
industry:

I became a General Manager within six years of graduating from
college and have been successful in achieving a Director of
Operations role within the company in the last two years, with
overall responsibility for 15 hotels in the UK (Director of
Operations, Ireland and UK Hotel Group).

/ graduated in 2000 and have worked my way to a middle
management level over the last number of years. I aspire to be
on the senior management team within the next year or so and
hope that the downturn in the economy doesn’t impact on my
career aspirations (Deputy Manager, Irish Hotel, Munster).

/ have been in middle management for the last number of years
and have no desire to go for a more senior role within the hotel
due to family commitments (Restaurant Supervisor, Irish Hotel,
Dublin).

/ am currently Director of Sales in a hotel. I have one baby and
believe that my position is probably the most suitable position in
this industry to accommodate family life (Director of Sales, Irish
Hotel, Dublin).

In summary, just over 40 percent of the interviewees were already in a senior
management role within the hospitality industry, with an approximate further fifty
percent aspiring to a more senior role within the organisation. Further analysis is
required to determine whether marriage and family have had any implications on
their career choices and aspirations. This will be reviewed in section 4.4.
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With the growth in numbers of female graduates and potential, it is not surprising
that the number of women choosing a career in the hospitality field has grown
steadily.

All interviewees in the current study are graduates from the Dublin

Institute of Technology and as discussed in Chapter 2, there has been a
significant increase in the number of females participating in third level education.
Statistics from the Dublin Institute of Technology confirmed that the number of
female participants registered on the International Hospitality Management
course increased from sixty percent in 1990 to seventy five percent in 2000. The
Dublin Institute of Technology BSc in International Hospitality Management is
designed to produce graduates with the necessary management, technological
and operational skills to meet demand in international markets.

The programme provides a challenging curriculum aimed at developing strong
communication, interpersonal, and leadership skills that have been identified by
the hospitality industry as essential for career success.

The degree in

International Hospitality Management offers enhanced career opportunities in the
wider services sector. Career paths include management positions in transport,
travel

agencies,

tourism

providers/suppliers,

self-employment,

project

management, technology management, community development, public sector
support, financial institutions and bar, club, and conference management.

It is

necessary to determine whether the course content has adequately prepared the
interviewees for their current and future management positions within the
industry and this shall be covered in the following section.

4.2

Hospitality Education Programmes

The following section analyses the BSc in International Hospitality Management,
and, determines if additional studies could be incorporated to prepare women for
management positions in the hospitality industry.
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The responses from all interviewees provided a very consistent picture of the
course content from their time in college, 1994, 1999 and 2000. They concluded
that the BSc in International Hospitality Management gave them a very good
basis for working within the industry.

Following graduation, the majority of the

interviewees entered the hospitality industry at a supervisory level. They believe
that their educational qualification was important in terms of assisting them in
attaining the initial supervisory position. There was a strong belief that more upto-date and relevant material needed to be included in the course to assist them
in attaining the next hierarchical position. They believed that some of the course
content is out-of-date and not in keeping with the changes in the industry over
the last number of years. This was particularly highlighted in the area of Front
Office, Revenue Management, Sales and Marketing. They believe that in order
to progress to a middle management position, before considering a senior
management position, that additional computer studies would be considered
essential, with specific emphasis on modern front office systems, revenue
management systems and presentation skills. They also concluded that more
relevant sales and marketing material is required, with specific emphasis on
room sales. There has been dramatic changes in the last number of years in
relation to how hotels do business and much of room sales within the hospitality
industry are now concluded on-line via third party websites for both leisure and
corporate room sales and RFP’s (request for proposal) - the equivalent of an
online tender for corporate room sales.

The interviewees also believe that

websites were now an integral part of the hospitality industry and that there
should be a more concerted focus on on-line marketing as part of the overall
programme. The following quotation represents those employed in the room’s
division department of the hospitality industry:

Following graduation, I worked my way up from front office to
revenue manager in a 4* hotel in Ireland. The course content had
me completely unprepared for my role in either department.
was old fashioned and outdated.

It

I really believe that course
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content needs to me adapted to the changing environment and
they need to keep pace with what’s happening in the hospitality
industry today {Revenue Manager, Irish Hotel, Dublin).

Those interviewees employed in the food and beverage department within the
hospitality industry stated that practical skills were more valuable to their job than
analytical skills.

Experience was a prerequisite for a middle management role

and they believed that more practical experience was required during the term of
the course to prepare them for the industry. They also concluded that in order to
advance to a more senior management role, more analytical skills were required,
with specific emphasis on food costings, accountancy procedures and sales.
The following quotation typifies those employed in the Food and Beverage
Department in the hospitality industry:

/ am the Director of Food and Beverage for two hotels. Prior to
my current position, practical experience was key to my success,
however, I believe that there was inadequate time allocated
during the BSc programme for practical experience.

In order to

advance, however, to my current position, there was a completely
different criteria.

Whilst practical experience is essential in

understanding how the operation runs, there is a greater
emphasis on the menus, food costings, accountancy and sales
plans.

The course offers some preparation for this level;

however, the course could go further in bringing together all the
various elements of this position and what is involved (Director of
Food & Beverage, Irish Hotels, Connaught).

In summary, the BSc programme in International Hospitality Management
provides the basics for entering the hospitality industry. In order to advance to a
more senior position, interviewees concluded that more up-to-date and relevant
information to their particular career path was required.
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4.3

Marriage and Family

Section 4.2 outlined the marital status of the interviewees and whether they had
children.

The following section examines the implications that marriage and

family have on their overall career progression and development to date and
whether it is seen as a barrier for those aspiring to a more senior role within the
hospitality industry.

Of the twenty one interviewees, sixteen were married, four within a senior role
and the remaining twelve in a middle management role in the Irish hospitality
industry.

There was a general consensus from all interviewees that marriage

had little or no impact on their career development as stated in the following
quotations:

/ am currently the Director of Operations for 15 hotels in the UK
and Ireland and have held this position for the last two years. I
am married for five years and can honestly say that being married
hasn’t impacted on my career development in any way. I am still
ambitious and haven’t let marriage deter me from my goals to
achieve (Director of Operations, Ireland and UK Hotel Group).

/ have held the position of General Manager in a 5* hotel for the
last four years. I am married for two of those four years and have
seen no change in my ability to carry out my job and perform at
my best {General Manager, 5* Hotel, Leinster).

/ currently work as a Deputy Manager in a 4* hotel. I aspire to be
a General Manager within the next two years. I am married and
don’t believe that this will impede my progression to a General
Manager position (Deputy Manager, 4* Hotel, Leinster).
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/ worked my way up from front office to revenue manager in a 4*
hotel in Ireland.

When applying for my current position, it was

shortlisted to three candidates, two others who were not married
and myself who was married.

I got the job; therefore I can

definitely say it has had no bearing on my career development to
date (Revenue Manager, Irish Hotel, Dublin).

Interviewees were also asked to determine whether having a family would impact
on their career progression and development. Of the sixteen married, thirteen
had children. Only four of the married women held senior positions and only one
of them had a child. Interviewees had varying conclusions regarding the impact
of family on their career development as documented in the following quotations:

/ am currently the Director of Operations for 15 hotels in the UK
and Ireland. I am married; however, I have no family at present. I
would love to start a family, however, I don’t believe that I can
continue doing the job I’m currently doing as it’s very demanding
and requires a lot of travel on a weekly basis.

I will admit to

putting having a family on hold to pursue a career, however, I
believe that time is running out for me and I will have to decide
soon what’s more important and if there’s any way to marry the
two (Director of Operations, Ireland and UK Hotel Group).

/ am currently Director of Sales in a hotel. I have one baby and
believe that my position is probably the most suitable position in
this industry to family life.

My hours of work are fairly regular,

Monday to Friday, 9-5pm, compared with some of my colleagues
in other senior positions - General Managers, Food & Beverage
Managers, Accommodation Managers, whose days account for
early starts, late finishes and weekend work (Director of Sales,
Irish Hotel, Dublin).
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/ am currently the General Manager in a 5* hotel. I have no family
at present. I would like a family; however, I would like to devote
some more time to my career. I’ve worked long and hard to get
where I am today and want to enjoy this position while I can.
Once I have a family, I don’t know if it will be possible to juggle
both family and career, however, I will certainly attempt to do both
(General Manager, 5* Hotel, Leinster).

My career has influenced my decision not to have a family
(Director of Sales, Hotel Company, Ireland).

I have been in middle management for the last number of years
and have no desire to progress to a more senior role within the
hospitality

industry

due

to

family commitments.

Family

commitments are like a second full-time job, therefore, I made the
decision a long time ago to be content with my job and maybe
review my career development plan when my children are older
and I have more time on my hands (Restaurant Supervisor, Irish
Hotel, Dublin).

/ have worked in middle management since graduation, as I
started a family almost straight away. My children are heading off
to college now and I believe that I am now in the position to
progress to a more senior role in the industry as I can give it the
attention and commitment it deserves (Reservations Manager,
Irish Hotel, Dublin).

In summary, all interviewees concluded that marriage had no implications on
their career development since graduation, however, it became clear that having
a family had certain ramifications in ones choice of career path. Those in senior
positions with no family concluded that they would have to re-consider their
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career choice when planning a family. They believed that having a family and
maintaining a senior role would be problematic. Only one interviewee in a senior
role had family and she believed that of all the positions within the hospitality
industry that her position was the most conducive to family life.

There was a

consensus among middle management married women with children, who
aspired to a more senior role that they would concentrate on their careers at a
later time in their lives when family was not at its most demanding and children
were growing up.

4.4

Career Barriers in the Hospitaiity industry

Chapter Two identified some of the dominant themes in relation to investigating
the barriers to female careers.

Five dominant barriers emerged from the

literature review notably, organisational policies, work life balance, networking,
mentoring, gender discrimination and harassment. All interviewees were familiar
with the term ‘glass ceiling’ and the above barriers associated with this
terminology. The following section highlights these barriers and how they have
impacted on the interviewees’ career development and progression in the
hospitality industry since graduating.

Finally, this study further investigates

whether interviewees have the opportunity of flexibility in their working week and
its influence, if any, on their career development.

4.4.1 Organisational Policies

As discussed in Chapter Two, organisational policies include recruitment and
selection policies, promotion policies, work-life balance and mentoring policies.
The hospitality industry has witnessed the introduction of human resource
departments within the last number of years. This has lead to an improvement in
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the organisational policies within the hospitality industry as evidenced in the
following quotations:

After graduating in 1990, there was little or no organisational
policy in any of the hotels I worked in Ireland, making it extremely
difficult to develop my career. I was particularly interested in the
Food and Beverage Operations; however, this was completely
male dominated at a senior level, with no opportunity afforded to
women to advance into a more senior role. I went to London for a
number of years, returning to Ireland in the late 1990s. At that
stage, hotels had begun to recognise that in order to get and
retain good candidates like any other business in Ireland, they
had to review their policies - in particular recruitment, retention
and promotion. I stuck with it and achieved the desired position
(Director of Food &Beverage, Irish Hotels, Connaught).

/ am the Human Resource Manager in a 4* hotel and believe that
my role is essential in assisting all candidates in their career
development. We have very transparent organisational policies in
place in relation to recruitment, selection, promotions, work-life
balance and I can confirm that as a result of having such measures
in place that our staff turnover is incredibly low - we invest in our
employees and they invest in us (Human Resource Manager, 4*
Hotel, Munster).

Sixteen of the interviewees identified a Human Resource Department within their
organisations.

They concurred that there were strong organisational policies

within the hotels in which they were employed - which has been crucial to their
career development. The other five interviewees identified the General Manager
or Deputy Manager as the person responsible for human resources within the
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hotels in which they were employed. As a result, they concluded that there were
little or no organisational policies within their place of employment:

/ am currently a restaurant supervisor in a small hotel. I do aspire
to be the Food and Beverage Manager and eventually be a
General Manager some day. I recognise that I will never achieve
my goal with my current employer as they’re more old school with
a male dominated senior team and male general manager. There
are no policies in place regarding promotion, it’s always been a
man thing to get ahead, therefore I will have to review my next step
and look elsewhere if I wish to succeed (Restaurant Supervisor,
Connaught).

/ am married with children and work in middle management.

I

would like to advance to a more senior role some day, however,
family commitments at present won’t permit.

The hotel has no

human resource department and therefore no formal policies in
place.

They’re left up to the General Manager or Deputy to

implement which can vary day-by-day.

In essence, there is no

policy on work-life balance arrangements and I know that in order
for me to advance I would be required to be more flexible that I can
currently be (Reservations Manager, Irish Hotel, Dublin).

/ am a Deputy Manager in a 4* hotel. I aspire to be a General
Manager within the next two years.

The hotel I work for have a

Human Resource Department and they are assisting me in every
way to prepare me for a General Managers role within the
company (Deputy Manager, 4* Hotel, Leinster).

/ am currently a General Manager and following my struggle to
achieve my present position, I recognise the importance of having
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organisational policies in place.

We have a human resource

department who have implemented numerous policies in the
workplace. I believe that if we recruit the right candidates along
the way and nurture them in their career that we will ultimately
reduce our labour turnover and retain a very good, loyal and
dedicated team.

We focus quite strongly on work-life balance

arrangements as our location could be seen as a deterrent to
retaining staff {General Manager, 5* Hotel, Leinster).

In summary, hotels have progressed in implementing organisational policies in
the workplace which has enabled many employees advance their career to a
more senior role with the industry, however, not all hotels see such policies as
important and continue to run their operation on an ac//70c basis.

4.4.2 Work-Life Balance

Data from the interviews regarding work-life balance arrangements in their
current employment is presented in this section. The impact of work-life balance
on female career progression is also presented.

Chapter Two confirmed that

work-life balance conflict affects women’s career advancement.

One of the

issues often raised in relation to work-life balance is that in the hospitality
industry there is a long hour’s culture and a culture of presenteeism.

Long hours were identified by the interviewees as a significant barrier to seeking
promotions for many women in the hospitality industry.

The norm of working

extra long hours as a manager was cited by the participants in this study as a
barrier to their progression, due to a lack of family support structures.

Long

working hours in the hospitality industry works against the employees’ needs for
flexibility in order to take care of the other aspects of their lives, such as caring.
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This section presents data from the interviewees in relation to their perceptions
on work-life balance arrangements in the hospitality industry and whether it has
had an impact on their career development and progression since graduation, as
revealed in the following quotes:

/ have two children and work in middle management. There are no
work-life

balance

arrangements

in

place

in

my

current

employment, therefore, I have opted for my present position where
the hours are regular, Monday-Friday, 9.00am-5.00pm. It suits my
family, however, I see others in the hotel in more senior roles that
are forced to work longer, more unsociable hours with little or no
flexibility. I would consider a more senior role some day when my
children are grown up, however, I know that I would be required to
be more flexible that I can currently be (Tleservations Manager,
Irish Hotel, Dublin).

/ am the General Manager of a 5* hotel for the last four years. I
am married for two years and currently expecting my first baby. I
work long hours at present and know that things will have to
change when the baby arrives. I hope to avail of our good worklife balance policies that are in place within the hotel, which
currently offers our team good flexibility which has resulted in us
maintaining a good team for the last number of years, including
three married females on the senior management team ("General
Manager, 5* Hotel, Leinster).

/ am currently the Director of Operations for 15 hotels.

I would

love to start a family, however, I don’t believe that I can continue
in my current position if I have children.

I currently work long

hours, often 10-14 hour days and I also travel a lot with the job.
Something would have to give and priorities would have to
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change.

Our company have work life balance arrangements in

place, however, to be honest I think it is more lip service than
anything else as women are In a complete minority in senior
management throughout all of the

15 hotels (Director of

Operations, Ireland and UK Hotel Group).

/ am a Director of Sales and have one child.

I wouldn’t

necessarily say that the hotel implements formal work-life balance
arrangements. I’m just lucky that my position sits well with having
children - structured hours, Monday - Friday, 9.00am-5.00pm,
allowing me to drop my daughter to the creche for 8.00am and
collect her before 6.00pm.

I also have the flexibility of working

from home unlike my colleagues in other departments who have
little flexibility in their working hours and who are unable to work
from home. This might explain why I am the only female on the
senior management team {Dhector oi Sales, Irish Hotel, Dublin).

/ work as an accommodation supervisor and there are no work
life balance arrangements in place in the hotel. The entire senior
team is male. Including our accommodation manager.

The

deputy manager manages the human resource function in
addition to their own role. There are no formal work-life balance
policies in place and each case is treated on an individual basis.
I had applied for the position of accommodation manager in the
hotel, however, long inflexible hours were required which I was
unable to commit to due to family commitments.

The position

went to my male colleague who despite being a father, had the
ability to commit to the Job as required (Accommodation
Supervisor, 3* Hotel, Dublin).
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One interviewee indicates that, in taking on the responsibility for her mother’s
needs, she is sacrificing her advancement up the career ladder, at least for the
present:

am a restaurant supervisor and have no immediate desire to

/

progress to a more senior role within the hospitality industry due
to family commitments. My children are young and I also care for
my elderly mother.

The hotel I work in is very committed to

working with staff and offers work life balance arrangements in all
departments.

My current position allows me flexible working

hours which would also be available in a more senior position,
however, I don’t think I could handle the additional stress of a
more senior position with everything else that’s going on in my life
(Restaurant Supervisor, Irish Hotel, Dublin).

/

work as an accounts assistant and have been job sharing for the

last three years. My job share partner and I both have children
and as opposed to loosing good staff, our human resource
department offered us the option to job share which is a win win
situation all round and to be honest quite unusual in the hotel
industry.

Our human resource department are very good and

have implemented many formal policies within the last three
years when retention of staff was a big issue within the hotel.
Since their implementation, I can confirm that our recruitment
fees have dropped drastically and labour turnover has dropped
substantially (Accounts Assistant, 4* Hotel, Dublin).

In summary, the non-availability of flexible working policies, and lack of flexibility
in the structure of the working day at management levels were also identified by
the respondents as particularly problematic for women, particularly those with
children.

Work-life balance policies are of critical importance for a growing
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number of employees and there is an ever-increasing demand for workplace
practices which enable employees to reconcile their work and private lives.
Thus, flexible working arrangements are essential in providing employees with a
mechanism to facilitate this reconciliation. As identified, there is a distinct lack of
formal work-life balance arrangements in the hospitality industry which warrants
further discussion and analysis in chapter 5.

A further barrier identified by

interviewees to career progression is networking which shall be reviewed in the
following section.

4.4.3 Networking

Chapter two examined the role of networking and its impact on female
managerial careers. It also addressed the issue of the ‘old boy’ network and the
perceived barriers it creates in preventing women who want to attain senior
management roles in organisations.

The following quotations typify the

sentiments of the interviewees in relation to the importance of formal networking
for their career development and progression within the hospitality industry and
the difficulties experienced when excluded from such networks:

There is scope to be involved in so much networking in this
industry and it is very much a requirement of my job to be part of
many networking forums. In my position I am part of the following
networks, SITE (Society of International Travel Incentives), ITM
(International Travel Management), Chamber of Commerce, SKAL
(International Assoc, of Travel and Tourism Professionals) and
The Marketing Institute. Thankfully, the majority of the networking
is part of my working day with very little after hours with the
exclusion of the Chamber meetings which are either breakfast
briefings or after hours.

There is a bit of the ‘old boys network’

associated with the chamber and this is very evident at their
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annual chamber dinner, when the ratio of men to women at the
dinner is in the region of 800:20 (Director of Sales, Irish Hotel,
Dublin).

As Director of Operations networking is an important part of my
job.

The main networking events I would attend would be IHF

(Irish Hotel Federation) and Chamber of Commerce events.
They’re crucial for keeping me up to date on what is happening in
the industry.

The one thing I would have to say is that golf is a

hugh part of this industry and I would class is as the ‘old boy’s
network’. I’ve never got involved and do feel that I probably miss
out on some important contacts and opportunities, hov/ever, my
job just wouldn’t permit me to spend time on the golf courses
there’s too much to be done.

I often wonder what would our

managing director think if we went off for a spa afternoon, no
doubt it wouldn’t be viewed the same as an afternoon golfing
(IDirector of Operations, Ireland and UK Hotel Group).

As General Manager, networking is an essential part of my job.
The main opportunities would be the IHF and the Chamber of
Commerce. I took up golf about eight years ago as I saw this is an
essential form of networking and if I was to get on in the business I
had to be prepared to network with the best or be left behind. Golf
like the Chamber can be a bit of an ‘old boy’s network’ however
you’re to break the cycle and get involved if you want to get on.
Other members of my team attend different networking events
which I believe are important to their positions and careers
(General Manager, 5* Hotel, Leinster).

/ see networking as crucial to my advancement within this
business. I attend as many networking opportunities as possible.
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IHF meetings, Chamber events, Marketing Institute events and
I’ve event taken up golf. I would consider myself well known and
enjoy getting out and networking (Deputy Manager, Irish Hotel,
Munster).

/ don’t believe that I would be where I am today without
networking; it’s an essential part of sales.

I don’t have children

and this enables me attend many networking events without the
pressure of having to be home to tend to family duties (Director of
Sales, Hotel Company, Ireland).

Sales Executive, I understand the importance of networking
and believe that in order for me to progress to a Director of
Sales/Sales Manager position; I would have to be more active.
My boss attends many networking opportunities and it’s probably
the reason she is where she is today. I have children and family
commitments and a one and a half hour commute to and from
work each day.

For these reasons, I just don’t have time to

attend networking events (Sales Executive, 4* Hotel, Dublin).

Four of the interviewees indicated a lack of networking opportunities for their
particular positions within the hospitality industry and concluded that networking
was not crucial to their career development as outlined in the following
quotations;

There are no real networking opportunities other than Chamber
events. I attend these events on an adhoc basis. I do believe that
there is some merit in attending these events, however, I don’t
believe it was essential for my career development (Human
Resource Manager, 4* Hotel, Munster).
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/ wouldn’t view networking as important in my line of work. I can
see its relevance for the Sales team, our General Manager and
possibly the Food and Beverage Manager (Accounts Assistant, 4*
Hotel, Dublin).

I don’t believe that networking would assist me in progressing my
career to the next level.

I can see its importance for other

departments within the hotel but not for my position. If there was
value

in

networking,

I

would

participate

(Accommodation

Supervisor, 3* Hotel, Dublin).

To be honest there are no real networking opportunities for
people in my position (Revenue Manager, Irish Hotel, Dublin).

In summary, interviewees viewed formal networking opportunities with varying
relevance depending on their positions held within the hospitality industry. Sales,
General Management and Operations viewed networking as essential to their
success within the hospitality industry and attended many events in the course of
their day-to-day positions. Interviewees in middle management, notably in sales
and operations again identified that in order for them to progress to a more senior
position within the industry that they too would have to avail of networking
opportunities.

One interviewee identified family commitments as a barrier to

attending such events and as such would prevent their progress to a more senior
role.

Additional

departments

such

as

accounts,

revenue,

reservations

and

accommodation did not identify networking as important to their career
progression and development in the hospitality industry. They believed that there
were no specific networking opportunities open to their positions and, therefore,
networking was not essential to them attaining a more senior role within the
business.
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Interviewees further identified informal networking opportunities within the
hospitality industry. Of the twenty one interviewees, fourteen of them worked in
hotels that had active sports and social clubs, offering regular activities and
outings for all employees in the hotel. Activities were non-gender specific and
open to all employees and management.

Interviewees identified this type of

networking differently to formal networking as seen in the following statements:

/ don’t go to as many events now that I have a baby, however, I
think it’s important as part of the senior team to attend social
events at work and network with all departments. Often we’re so
busy with what’s going on on a daily basis at work that we don’t
get the chance to know who’s working with us.

I don’t know

whether you could say that attending such events assists in your
career development, however it allows you get to know the team
and engage with people you wouldn’t engage with on a daily basis.
From my perspective, it gives me the opportunity to see if there’s
any budding future sales managers and maybe that’s where the
opportunity lies in progressing someone else’s career (Director of
Sales, Irish Hotel, Dublin).

I am involved in the sports and social club and pretty much attend
all events.

You really get to know the team in a more informal

environment and it affords me the opportunity to see future
potential in employees (Human Resource Manager, 4* Hotel,
Munster).

/ play an active part in the sports and social function in the hotel. I
attend many of the events and believe that you have to be seen or
else be forgotten.

I do see these social events as a good

networking opportunity and believe that it assisted me in
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progressing to where I am to date (Deputy Manager, Irish Hotel,
Munster).

Due to family commitments I find it difficult to attend many social
events and believe that you can be overlooked for certain
opportunities.

My decision is that family has come first and

career second (Sales Executive, 4* Hotel, Dublin)

I enjoy the social events within the hotel and get to as many as
possible.

They’re great for touching base with the senior team

which isn’t always possible on a day-to-day basis, however, I don’t
believe that such events assist in progressing your career, you do
that by hard work and dedication (Accounts Assistant, 4* Hotel,
Dublin).

I did my stint of attending social events at work over the years
and now only attend the Christmas function.

Over the years, I

met great people at various staff events and believe that along
with my drive to succeed, they are important in meeting and
connecting with members of the senior team (Director of
Operations, Ireland and UK Hotel Group).

Those interviewees in senior management positions perceived this more informal
networking as an opportunity to get to know the team around them and identify
any future senior management members.

There was a perception among middle management that networking was an
opportunity to mix with the senior team which is not always possible, however,
there was also the perception that one needs to be seen, otherwise one may get
overlooked for promotional opportunities that may arise.

The link between
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mentoring and networking was made by some of the women and is discussed in
the next section.

4.4.4 Mentoring

As previously mentioned in Chapter 2, mentoring is important to a woman’s
career development and advancement. There is an interdependency that exists
between networking and mentoring in organisational life.

As a result of participating in formal networks, two of the interviewees met their
current mentors who they would class as powerful “organisational players” who
have assisted in their career development to date.

The following quotations

represent their perceptions of having a mentor via a formal network:

/ have had a few mentors over the past number of years; however
my current mentor has been with me for the last five years. We
met at a Chamber of Commerce event and have developed a
very good friendship and mentoring relationship over the last
number of years. My mentor holds a senor position with a Fast
Moving Consumer Goods company.

Prior to our meeting, my

career had become stagnant; I had outgrown my mentor at that
time.

Since meeting, he has assisted me in focusing on my

career path and I believe has helped me make the move to my
current position (Director of Operations, Ireland and UK Hotel
Group).

My mentor has been with me for the last twenty years or so. We
met through a tourism networking group some years ago when I
was young and only starting of in the business.

He is a key

player in the hospitality industry in Ireland and has been my
134

advisor and coach over the last number of years. Even since his
retirement, he continues to be a constant source of support
(Director of Sales, Hotel Company, Ireland).

Eight of the interviewees identified mentors in their current place of employment
in contrast to the previous interviewees who identified their mentors through
formal networking groups. The following is a sample of some of the quotations
from these interviewees:

My mentor has been with me since my college days when I took
up my six month placement in my third year of college. He is a
General Manager of a 5* hotel in the UK. He has been incredibly
supportive of my career over the last number of years and has
encouraged and steered me on my path to General Manager.
Having a mentor has really focused me on my career (General
Manager, 5* Hotel, Leinster).

My General Manager is my current mentor and is preparing me
for my eventual role as General Manager.

I certainly feel that I

give my job 110 percent and a lot of that is because my General
Manager has invested a lot of time and effort in mentoring me
(Deputy Manager, Irish Hotel, Munster).

/ have two mentors, my previous Director of Sales and our Human
Resource Manager.

The Director of Sales has been my coach

since my early days in this business. I started in sales as a sales
assistant, moved to sales executive, worked in conferencing and
revenue and then to my current position as Director of Sales. She
taught me everything I know and then handed over the reins as
she moved into a more senior group position.

My Human

Resource Manager has worked with me to ensure that I had all the
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back-up and education require to achieve my goals.

I have no

doubt that if I didn’t have a mentor I wouldn’t have been so
focused on my career and I probably wouldn’t have progressed to
the position I did in such a short space of time (Director of Sales,
Irish Hotel, Dublin).

I’m the only female Director of Operations I know of in a hotel
group. I believe that my mentor has allowed me break this cycle
(Director of Operations, Ireland and UK Hotel Group).

One of our company Directors is my mentor. His really takes on
the role as my advisor. He acts as a sounding board for ideas
and concerns that I may have and has recommended strategies
for my career direction. He has helped me identify obstacles to
career progression and the required action to be taken, be it
going on courses or involving me in networking opportunities
outside the workplace.

I certainly feel a greater sense of

dedication and feel more committed by having a mentor (Director
of Food &Beverage, Irish Hotels, Connaught).

We have a more informal approach to mentoring.

We have

various committees in the hotel which are set-up to establish
policies and best practices. Typically, there is one employee from
each department on each team with a head of department as
team leader. As well as a good networking opportunity, it is also
a good mentoring opportunity for those involved (Reservations
Manager, Irish Hotel, Dublin).
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One of the interviewees identified her role as a mentor within the hospitality
industry:

In my current role, I am more the mentor than mentee. I think it is
so important in my current position to advise and coach
employees to the next stage of their career, i don’t work alone in
this as we operate a buddy system whereby new employees are
assigned to more senior staff members to assist them in settling
in and working with them to achieve their full potential in the
organisation.

There has been a marked reduction in staff

turnover since the introduction of mentoring and the buddy
system (Human Resource Manager, 4* Hotel, Munster).

The remaining interviewees did not have mentors at this present time.

Five of

these ten interviewees thought it was a good idea to have a mentor.

The

following quotations typify their sentiments:

In order for me to become a General Manager, I believe that I
need a mentor.
person.

To be honest I don’t believe that it will be one

Ideally, I would like to me mentored by our Director of

Sales/ Human Resource Manager and Director of Food and
Beverage in their various departments so as gain an in-depth
knowledge of how each area operates.

I am due my annual

review shortly and will be discussing this with my General
Manager (Deputy Manager, 4* Hotel, Leinster).

/ love the whole area of sales and would aspire to a Director of
Sales position in the years to come.

I know I have a lot to do

before I would be eligible for such a position. I’ve worked my way
up to my present position however would need assistance and
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believe that mentoring could enable me achieve my goal in the
future {Revenue Manager, Irish Hotel, Dublin).

In order to progress to Food and Beverage Manager, I believe I
need a mentor.

We are currently without a Food and Beverage

Manager however I do not feel ready for this position and hope that
our General Manager and Sommelier will take on the role of
mentor to prepare me for this role (Restaurant Supervisor,
Connaught).

The remaining interviewees did not perceive having a mentor as truly beneficial
in their positions as identified in the following quotations:

/

can see the benefits to having a mentor if you’re looking to

progress to a more senior position, however, I am in this position
for the last number of years and have no notion of becoming the
financial controller in the hotel, therefore, don’t see the benefit of
having a mentor (Accounts Assistant, 4* Hotel, Dublin).

Having a mentor would have no impact on my career progress. I
simply need to be able to commit to longer more inflexible hours
than I’m prepared to commit to, therefore, the only persons who
can assist me in advancing is me (Accommodation Supervisor, 3*
Hotel, Dublin).

If I was looking to advance my career I could see the benefits of a
mentor to guide and direct me, however, I have no aspirations for
the time being (Restaurant Supervisor, Irish Hotel, Dublin).

In summary, those in very senior group positions had external mentors whom
they met via formal networking groups. Those in senior and middle management
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positions generally identified their mentors as someone within the hotel who
worked with them on a daily basis and assisted them in their career progression
and advancement.

Those in middle management who had no further career

aspirations concluded that they did not see the relevance of having a mentor these interviewees perceived that having a mentor was only for those who
wished to advance in the business. Finally, sixteen interviewees confirmed that
by having a mentor in their workplace they would stay with that organisation.
They perceive it as an investment by the company in their careers. In summary,
the majority of interviewees (thirty eight percent) had mentors in their workplace,
however, it was cited that having a mentor was really only deemed necessary if
one wanted to progress within the industry to a more senior position. There was
further evidence that once an employee wished to progress to a more senior
position at a group level,

their mentor was typically someone outside the

workplace and often someone they had met through a formal network.

4.4.5 Gender Discrimination and Sexual Harassment

As previously discussed, there is an increase in the number of women in
managerial and executive positions, however, these positions are still generally
dominated by men.

Gender discrimination is one of the barriers previously

identified in the progress of gender minority groups especially working women
and it also fosters sexual harassment.

It has been suggested that an increase in the number of women in senior
positions will reduce sexual harassment in the workplace.

Data from the

interviewees on their experience of gender discrimination and sexual harassment
in the workplace is presented here.

All interviewees cited gender discrimination in their careers to date.

The

following sample quotations identify some of the experiences of the interviewees:

139

/ applied for the position of Accommodation Manager but a man
got the job. Both of us were equally qualified to do the job and he
like me is a parent, however, he was more flexible with his
working hours than me - I had family commitments. He got the
job (Accommodation Supervisor, 3* Hotel, Dublin).

I’ve encountered opposition at every turn and never believed that I
would make it to the position of General Manager in such a male
dominated industry. My mentor has been highly supportive to me his belief in me, that I had the right qualities and qualifications to
make a good General Manager focussed me into achieving my
current position. I like to think that I give the same benefit to my
team and discourage gender discrimination in the workplace we’ve three senior female managers on the team (^General
Manager, 5* Hotel, Leinster).

/ spent many years in the UK. The majority of sales managers in
hotels were females, however, when it came to the more senior
position in a group of hotels, men dominated in holding the title of
Director of Sales.

I’m very career focused and driven and have

overcome all odds to achieve my present position (Director of
Sales, Hotel Company, Ireland).

Head Chef Positions are very much maie dominated in this
industry. I’ve worked hard to achieve my current position much to
the detriment of personal relationships (Head Chef, 3* Hotel,
Munster)

I am determined to be a General Manager within the next two
years, despite it still being a male dominated position

(Deputy

Manager, 4* Hotel, Leinster).
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In my previous role as a hotel accountant in a hotel group, I
became aware of a male hotel accountant in one of our hotels
getting paid more than me for the same job. I got no satisfaction
and subsequently left the position (Accountant, 4* Hotel, Leinster).

I believe that I have been passed over for promotion as the hotel I
work in is old school, male dominated. I will have to move if I want
to achieve a more senior position (Restaurant

Supervisor,

Connaught).

My colleague, single and childless got the job as Director of Sales.
I am with the hotel for a number of years and am very qualified to
do the job, however, I am also married with children and no doubt
am perceived as less flexible with my time (Sales Executive, 4*
Hotel, Dublin).

Two of the interviewees cited reverse gender discrimination in their roles as
follows:

It’s very rare to see a male Sales Manager in a hotel in Ireland.
Females definitely win this battle. I think, however, it may just be
an Irish thing as when I attend travel shows in the UK, I can
certainly see that there are a greater number of male sales
managers in the UK at hotel level and group level (Director of
Sales, Irish Hotel, Dublin).

All revenue managers from the hotels in the city meet once a
month to discuss business etc. and we’re an all female group, no
men. There is definite gender discrimination in this business with
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certain positions more male than female dominated and vice
versa (Revenue Manager, Irish Hotel, Dublin).

In summary, the interviewees perceived that gender discrimination is still very
prevalent in the hotel industry. The main gender discrimination cited was male
domination of certain positions in the hotel industry.

It was concluded that the

hospitality industry is still quite a male-dominated industry, particularly in the food
and beverage and general manager roles, whereas sales and revenue would be
predominantly female-dominated. Income discrimination was not very prevalent
in the industry and was only cited by one interviewee. All interviewees had some
experience of gender discrimination throughout their careers; however it has
made them more determined to succeed and to achieve more senior roles which
they aspire to.

The evidence from this research also suggests that even where women have
been able to take advantage of maternity leave and flexible working hours, they
have still effectively been blocked from the most senior positions. Many women
have adapted to the predominant male model of success, making conscious
choices either not to have children, to defer having them, or (where able) to
organise their domestic life so as to be able to dedicate themselves to their
careers. Sexual harassment was evident in the hospitality industry, however, it
was only identified by a small percentage of the interviewees. It had a very clear
and negative impact on their career development and progression.

One interviewee had moved to a different hotel to progress her career whilst
another interviewee understands that if she wishes to progress to a more senior
role that she will have to move jobs to escape the current situation as it is
impeding her progress.
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On the subject of sexual harassment in the workplace, only three interviewees
confirmed that they had experience of it in their working day as cited in the
following quotations:

/ work in a male dominated hotel. All of the senior team including
the general manager are men. I have no hope of advancing in my
current position as they’re very old school and it’s very much a
man’s world. They make sure I know it’s a man’s world. There are
constant jibes about why I don’t attend some of their many drinking
sessions because I’ve to get home to feed the husband and kids.
It may be true but that’s my own business (l^estaurant Supervisor,
Connaught).

Prior to my present position, I worked with a General Manager who
constantly made lewd comments and inferred that the only way for
me to get ahead was to sleep my way to the top. I left shortly after
(General Manager, 5* Hotel, Leinster).

A kitchen is very much a male dominated department in the hotel
industry. Throughout my career as a chef, there is constant sexual
innuendo in the kitchen environment, much of which is in jest but
sometimes it oversteps the mark into harassment.

Tve had

experience of being present in such an environment and found it to
be a very offensive and uncomfortable working environment and
made feel very inferior to my male colleagues. I’m very conscious
of my current position and the attitude and behaviour in my kitchen
(Head Chef, 3* Hotel, Munster).

In summary, the glass ceiling and the barriers associated with this concept has
had significant implications on the interviewee’s career advancement. Sixteen of
the interviewees (76 percent) cited strong organisational policies in their
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organisation which had positive implications on their career advancement. The
remaining five interviewees (24 percent) confirmed that there were little or no
policies in their workplace and they were not seen as important to the overall
organisation, therefore the lack of such policies had inhibited their career
progression to date. Within the area of new organisational policies, twelve of the
interviewees (57 percent) indicted that their organisations have implemented
family-friendly/work-life balance policies and flexible working policies to assist
employees to meet their family-related needs, however, nine of the interviewees
(forty three percent) indicated no formal work-life balance policies which had
implications on their position held within the management team and on their
career development.

4.5

Gender-Related Obstacles to Female Career Progression in
the Irish Hospitality industry and Identifying the Strategies
Used to Overcome these Obstacles

This section begins by identifying those interviewees who hold management
positions in the hospitality industry and examining whether the factors that
contributed to their advancement were different to their male counterparts.

It

goes on to further identify whether females face more significant obstacles to
career advancement than males.

Interviewees were also asked whether they

had experience of working for female managers and if they were treated any
different to male employees and whether they would respond differently to
working for a female manager which is reviewed in section 4.5.1.

All interviewees held a management position in the hospitality industry, 43
percent are in senior positions and the remaining 57 percent in middle
management positions.

Interviewees identified the following factors which
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attributed to their advancement in the hospitality industry over the last number of
years. The six factors most frequently mentioned include:

•

Commitment and dedication (100 percent)

•

Hard work and self confidence (100 percent)

•

Willingness and opportunity to learn within the organisation and take on
additional responsibilities (90 percent)

•

Competency on the job (86 percent)

•

People skills (81 percent)

•

Mentoring from within the company (52 percent)

The following quotations are representative sample comments from the
interviewees:

You need to be the best of the best to get ahead as there’s
always a man following close on your heels in this business,
particularly in the Food and Beverage Department (Director of
Food &Beverage, Irish Hotels, Connaught).

People skills are important in this industry, not just with your
customer, but equally as important with your peers.

If you can

work well with others, listen, communicate and manage people to
get the best out of them, there is no doubt you’ll succeed in this
business (General Manager, 5* Hotel, Leinster).

Managing a team well in this business has been crucial to both my
own success and to the success of the reputation of the hotel
(Head Chef, 3* Hotel, Munster).

I think females more then males need to give no less than 110
percent if they want to succeed.

You’ve to really show you are
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committed to the business, putting in long hours, working hard,
often to the detriment of family time (Director of Operations,
Ireland and UK Hotel Group).

You must be dedicated to succeed otherwise you’ve no hope in
achieving the coveted senior positions. It’s hard work all the way
(Head Chef, 3* Hotel, Munster)

I know if I’m to succeed to a General Manager position in the next
two years I’ll have to be 110 percent committed to my goal as
there’s plenty of my male counterparts vying for the same
positions (Deputy Manager, 4* Hotel, Leinster).

Mentoring was cited as one of the six factors in enabling career success
as evidenced in the following quotations.

Five of the interviewees

currently without mentors also recognised the fact that having a mentor
within the organisation would be essential to their career progression.

Having a mentor who is in the business has really focused me on
my career and got me to where I am today (General Manager, 5*
Hotel, Leinster).

My General Manager is my current mentor and is preparing me
for my eventual role as General Manager (Deputy Manager, Irish
Hotel, Munster).

/ have two mentors, my previous Director of Sales and our Human
Resource Manager. I have no doubt that if I didn’t have a mentor I
wouldn’t have been so focused on my career and I probably
wouldn’t have progressed to the position I did in such a short
space of time (Director of Sales, Irish Hotel, Dublin).
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One of our company Directors is my mentor.

I certainly feel a

greater sense of dedication by having a mentor and more
committed

(Director

of

Food

&

Beverage,

Irish

Hotels,

Connaught).

/ don’t believe that mentoring is as important for our male
counterparts in terms of advancing to more senior positions.
They tend to engage more in the ‘old boys network’ which is
usually on the golf course or at chamber events (Director of
Sales, Irish Hotel, Dublin).

We are a team of eight senior managers, two female and six
male. Only one of my senior male colleagues has had a mentor,
whereas both my female colleague and I both have mentors and
don’t believe we would not have achieved our current positions
without their assistance and guidance (Director of Food &
Beverage, Irish Hotels, Connaught).

Willingness and opportunity to learn within the organisation were rated highly
amongst the interviewees in terms of their career progression to date:

You must be willing to learn and take on the additional
responsibilities to succeed. It shows your dedication to learning
the job and your drive to succeed (Director of Sales, Irish Hotel,
Dublin).

To become a General Manager, I need to learn all I can from our
Director of Sales, Director of Food and Beverage and Human
Resource manager so that I understand the business inside out.
It will probably mean extra hours of learning and extra
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responsibilities - if it helps me achieve my goal, great (Deputy
Manager, 4* Hotel, Leinster).

You must be open to learning all the time otherwise you’ll get left
behind {Revenue Manager, Irish Hotel, Dublin).

Interviewees were asked whether they believed that the factors that contributed
to their success were different to their male counterparts.

The following

quotations typify their sentiments:

From my own experience, I think men can get away with doing less
and achieve more.

There’s a blinkered view when it comes to

some departments such as Food and Beverage, General Manager,
Director of Operations, Head Chef - they’ve very much male
dominated roles and in order for us to succeed, we have to be the
best at what we do and even better

(Restaurant Supervisor,

Connaught).

/ don’t believe that people skills feature highly for a males career
advancement.

Promotion comes easier for a man, whether

they’re a peoples person or not (Head Chef, 3* Hotel, Munster).

I don’t think men get caught up in honing their people skills as
much as women.

I think we do because we have to earn the

respect of our fellow colleagues in order to get ahead and do the
job (General Manager, 5* Hotel, Leinster).

/ believe that regardless of being male/female, if you want to
succeed in the hospitality industry you need to show commitment
and dedication to the organisation you’re working with.

We may

have to be more committed to show our employers that our family
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responsibilities won’t impact on the job we do (Director of Sales,
Irish Hotel, Dublin).

Eight of the interviewees believed that both genders were open to learning on the
job and taking on additional responsibilities in order to progress in their careers.
Both genders had to work hard in order to progress, however, there was a belief
that women had to work harder than their male counterparts to succeed. The
following comments typify their sentiments:

My perception is that single and married males as well as single
females are more willing to learn and take on additional
responsibilities in their bid to advance, where as married females
are willing to learn, however, are not keen on taking on additional
responsibilities especially if they have family commitments which
ultimately effects their career advancement opportunities (Human
Resource Manager, 4* Hotel, Munster).

In my two previous positions, I worked with male deputy
managers.

One of them didn’t work too hard to advance to a

General Manager position, where as the other learned everything
there was to about the position of General Manager prior to his
advancement.

Both went on to become General Managers,

however the former has since left the business and the latter is
still a General Manager.

I do think hard work is essential from

both genders to both prepare for the role ahead and more
importantly to stay in the role when achieved (Deputy Manager,
Irish Hotel, Munster).

In my role, I work with a lot of General Managers - all male. They
all have a great sense of self confidence and belief and work hard
at what they do.

I do believe that men are more confident in
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themselves than we are and this opens doors to promotion more
easily. I think we often feel we have a constant uphill struggle in
what is essentially a male dominant hierarchy which dents our
confidence and we have make up for it by working twice as hard to
succeed (Director of Operations, Ireland and UK Hotel Group).

In summary, female managerial advancement within the hospitality industry is a
combination of the six factors identified by the interviewees.

There is strong

support from the interviewees that commitment and dedication, hard work and
self confidence are positively associated with both female and male career
advancement. Willingness and opportunity to learn within the organisation and
taking on additional responsibilities also featured highly in terms of female career
advancement, however, it was noted by one interviewee that married females
were

deterred

from

taking

on

additional

responsibilities

commitments which often inhibited their career progression.

due

to

family

Other important

factors included competency on the job and people skills which interviewees
believed were more important for female career progression than male
advancement. There is good support for the hypothesis that female managers,
who utilised the support of a mentor, achieved better managerial advancement.
It was noted that men were more involved in the networking process as opposed
to the mentoring process, indicating that it was more beneficial to them than their
female colleagues in career progression.

4.5.1 Male versus Female Leadership Style in the Hospitality
Industry

Interviewees were also asked whether they had experience of working for female
managers and whether they believed that male and female employees
responded differently to female managers.

Fourteen of the interviewees had

experience of working for a female manager at some stage in their careers. Two
150

of the interviewees confirmed that they had worked under a female general
manager as cited in the following quotations:

My previous General Manager was a woman. I was a member of
the senior team and was treated no different to my male
colleagues which was great. My experience working for a male
General Manager has often times left me isolated as part of the
team. For once I felt equal (Director of Sales, Irish Hotel, Dublin).

In my earlier career I worked under a female General Manager.
She was tough and I always felt under pressure to give more than
my male colleagues to succeed.

Thankfully, I was able to, as I

had no commitments, I was young and single. I felt Td something
to prove and would have had to do the same with a male General
Manager.

I would probably be a bit the same now with females

coming up the ranks, more so than males - if they want to get on,
they have to be committed and dedicated.

I don’t want to be

listening to their childcare issue that’s their business (Director of
Operations, Ireland and UK Hotel Group).

Two of the interviewees currently work under female managers as evidenced by
the following comments:

I’ve only ever had female managers and my current boss is our
Director of Sales, also female. She’s great but tough and expects
110 percent commitment whilst at work. I am married and have
family commitments as she has and for this reason I feel that she
is probably more understanding than a male manager would be
(Revenue Manager, Irish Hotel, Dublin).
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My boss is female, however is young and single with no family
commitments. My other colleagues are all young and enjoy their
nights out, sometimes to the detriment of work the following day.
I have a young family, however, I feel that I provide dependability
to the office and this is very much recognised by my boss.
There’s a great dynamic in the office and a good working
environment.

(Sales Executive, 4* Hotel, Dublin).

The remaining interviewees confirmed working under a departmental female
manager at some point in their careers as outlined in the following comments:

/ worked in the UK for a number of years prior to my present
position. I worked under one female Director of Sales. I was one
of three sales executives (two males and myself) and did feel that
I was treated differently. She seemed to expect more of me than
my colleagues, and therefore, I worked harder.

In hindsight, I

think it made me a better sales person and prepared me for future
roles.

It is not always possible to see it at the time (Director of

Sales, Hotel Company, Ireland).

My previous boss was female.

She knew my aspirations of

progressing to my current position and got the most out of me. I
definitely worked harder than my male colleagues to prove I could
do the job and she expected it from me to show I was serious
about progressing.

I’m probably a bit the same with my team

(Director of Food & Beverage, Irish Hotels, Connaught).

I’ve only had one female boss as Head Chef positions are very
much male dominated.

I do believe that a female is a much

tougher boss than a male and they expect more from female
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workers than males.

It is like you’ve to prove your worth and

drive to succeed (Head Chef, 3* Hotel, Munster)

In my career.

I’ve worked with female Human Resource

Managers with the exception of one male manager.

I saw no

difference between how myself and male colleagues were treated
by a female manager - then again, maybe the position dictated
that they couldn’t discriminate one over the other. In my current
position, I do see it happening where some of our department
heads are female - they tend to drive their female colleagues
more so than the males. There’s a perception if you want to get
on and progress - prove it (Human Resource Manager, 4* Hotel,
Munster).

During my time as a restaurant supervisor, our restaurant
manager was female.

V^e were all treated the same - men or

women (Deputy Manager, Irish Hotel, Munster).

Having worked under both a male and female accommodation
manager, I would definitely prefer a female. The accommodation
department is very much a female dominated department,
therefore, difficult to ascertain whether male/ females were
treated differently by a female manager. I do, however, believe
that a female manager is more in tune with an all female team
and gets the most out of the team than a male manager
(Accommodation Supervisor, 3* Hotel, Dublin).

In summary, the majority of interviewees who had worked under a female
manager perceived that they were tougher on them than their male colleagues.
They believed that they had to prove that they were dedicated to the job and
show they were driven to succeed. For some of the interviewees this has carried
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over to their present positions and they now have the same expectations of
female employees. This appears to be indicative of their current organisational
culture.

The following section examines organisational culture further and will

highlight the culture of the organisations with

regard to female career

progression.

4.6

Organisational

Culture

in

the

Hospitality

Industry

-

Implications for Female Career Development

As discussed in Chapter Two, organisational culture is derived from senior
management decisions. Through tradition, history and structure, organisations
build up their own culture. Culture, therefore, gives an organisation a sense of
identity - 'who we are', 'what we stand for', 'what we do'. It is determined, through
the organisation's legends, rituals, beliefs, meanings, values, norms and
language, the way in which 'things are done around here'.

Sixteen of the

interviewees described how the organisational culture in their place of work has
impacted positively on their career progression to date:

There is a culture of long hours in this business and once you’re
prepared for it, show dedication and commitment, the potential to
succeed is possible (Director of Operations, Ireland and UK Hotel
Group).

Long hours are part and parcel of this industry. It’s not for
everyone, however, if you want to succeed to a more senior level,
it comes with the territory. Since taking on my current position, we
have taken to enabling women to Join/or stay with our organisation
and take up promotional opportunities. It has required changes in
our organisational culture in that we have now introduced more
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family friendly working practices ("General Manager, 5* Hotel,
Leinster).

The company has a culture of promoting from within. They invest
time, effort and training in those who wish to progress. My goal is
to be General Manager in the next two years (Deputy Manager, 4*
Hotel, Leinster).
My current employer has implemented measures that offer
women a work environment that meets their needs.

It’s the

foundation

to

for

a

corporate

culture

conducive

the

advancement of women (Accounts Assistant, 4* Hotel, Dublin).

There is a mentoring culture within our company which brings
together senior team members and middle managers to work
together on projects. This was crucial in helping me advance with
the company as I got to work with other team members and my
opinion was valued along with my male colleagues ("Reservations
Manager, Irish Hotel, Dublin).

We promote being an employer of choice for women which gives
them the opportunity to grow and progress within the company
(Human Resource Manager, 4* Hotel, Munster).

The hotel implements career planning for all employees to ensure
that not Just women are equipped with the necessary experience
necessary for senior positions. This has resulted in an increase
in the number of females on our senior team and we have a very
stable team for the last number of years (Deputy Manager, Irish
Hotel, Munster).
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Five of the interviewees had experience of a negative organisational culture in
their workplace as cited in the following sample quotations:

Our company promotes the belief that appointments and
promotions should be fair and based on merit. It’s a myth. They
don’t give females the opportunity to advance at the same pace
as men, there’s always the underlying fact that you’ve a family
and commitments same as the man does but they won’t impact
on his performance (Accommodation Supervisor,

3* Hotel,

Dublin).

My previous employment was a very male dominated culture.
They had their own preconceptions concerning women's abilities
and suitability for specific careers in the hospitality industry which
did not involve female head chefs. In order for me to progress to
my current position, I had to find a hotel whose organisational
culture was supportive of women in senior roles (Head Chef, 3*
Hotel, Munster).

In summary, the following constituents of organisational culture were identified by
the interviewees which have positively impacted on their progression to date:
long

hours,

management

style,

mentoring,

gender

awareness

and

communication. Sixteen of the interviewees identified long hours as part of their
workplace culture and in order to progress, employees have to be seen to accept
and work such hours. Thirteen of the interviewees identified their organisations
as gender aware, suggesting that they recognised the issues of women working
and many of the organisations have started implementing work life balance
policies in order to encourage and retain more female managers. Mentoring was
identified by sixteen of the interviewees as an important part of their
organisational culture and as essential to their progression to more senior roles
within the organisation.

Fourteen of the interviewees cited communication
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through their human resource department as essential to their career progression
to date.

This has been in the form of career planning and training.

Finally,

management style was identified by eleven of the interviewees as an important
part of their organisational culture.

Only two of the interviewees cited the

management style as prohibitive to their career progression, favouring male
employees over females for senior positions. The other interviewees identified a
positive management style whereby employers worked with employees to
incorporate work life balance policies where possible, for example to be flexible
with their hours, to encourage mentoring and networking within the organisation
and assist employees by working with the human resource department to
achieve their career aspirations. These constituents of organisational culture are
by no means exhaustive; however, they are a useful starting point in assessing
the impact of culture on the career progression of females in the Irish hospitality
industry.

4.6.1 Factors Impacting on Employee Retention in the Hospitality
Industry

In addition to assessing the impact of organisational culture on the interviewees’
career progression, the respondents were also asked to identify any factors
which would cause them to consider leaving the hospitality industry.

The

following quotations typify the interviewee’s comments:

/ hope to start a family in the next few years and unless the
company is willing to work with me on balancing my career and
family, I will have no option but to leave (Director of Operations,
Ireland and UK Hotel Group).

/ manage family and career presently as I work in a company that
allows me do so. If their philosophy were to change, I wouldn’t
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see myself in the position of being able to stay and manage both
(Director of Sales, Irish Hotel, Dublin).

/ left my previous position due to pay inequality. It would cause
me to think twice about staying if I encountered it again
(Accountant, 4* Hotel, Leinster).

I work in a very male dominated culture and know that I have no
real prospects where I am. I need to make the decision to move
on or get out of this industry as it’s totally disheartening knowing
that I’ll never progress in my current position (Restaurant
Supervisor, Connaught).

/

was passed over once before

for the

senior job of

accommodation manager in favour of a male.

If the position

arises again and I’m passed over for a second time, I know then
it’s time to get OL/t (Accommodation Supervisor, 3* Hotel, Dublin).

/ work with a great General Manager who is moulding me to be a
General Manager within the next two years. If he was to leave
and his replacement didn’t have the same values, I would have to
consider my position within the company.

I don’t believe that I

would leave the industry, but possibly the hotel (Deputy Manager,
Irish Hotel, Munster).

If in a few years time I wanted to progress to a more senior
position, I wouid hope that the support would be there at
management level to assist me.
probably

look

at

doing

Without that support, I would

something

different

(Destaurant

Supervisor, Irish Hotel, Dublin).
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/ am in the position of looking to advance to a more senior role at
present.

I aspire to be a Sales Manager some day, however, I

need support from our human resource department and sales
manager to make this happen.

Its early stages, however, if I

don’t feel that I’m getting the right support, I will look elsewhere to
make this happen, either in another hotel or another industry
(Reservations Manager, Irish Hotel, Dublin).
The only reason I would leave is to open my own business (Read
Chef, 3* Hotel, Munster)

/ cannot ever see myself leaving this industry. It is up to me in my
current position to create a working environment that inspires our
team to stay with us long term, men and women alike (General
Manager, 5* Hotel, Leinster).

/ have dedicated my whole life to this industry and retirement is
about the only thing that will prompt me to leave (Director of Sales,
Hotel Company, Ireland).

/ love this industry and cannot ever see myself leaving. I am like
the fairy godmother, making dreams come true and that’s what I
hope to do with our team is help them achieve their career goals
and stay with us long term (Human Resource Manager, 4* Hotel,
Munster).

In summary, the main factors cited by interviewees for considering leaving the
hospitality industry were lack of work life balance policies, pay inequality, lack of
opportunities and male-dominated culture with no possibility of advancement and
lack of senior management support. Two of the interviewees cited their roles as
instrumental in shaping their organisations culture, which leads to the following
section where interviewees were asked whether their current employer supported
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a career development programme for females, and if so, what programmes have
been implemented.

4.6.2 Career Development Programmes in the Irish Hospitality
Industry

Career

development

in

this

study

identifies

the

career

advancement of individuals in the Irish hospitality industry.

progress

and

Interviewees were

asked to identify whether they had experienced career development programmes
in their place of employment.

Eleven of the interviewees indicated that they had experience of career
development programmes in their various jobs as cited in the following
quotations:

Ever since my six-month placement during my college days, I
was privy to a career development programme by my General
Manager at the time. He set me on the right path and advised me
at all stages of my career what I needed to do to get to the next
stage, whether it was training, courses or just knowledge about
the various departments within the hotel.

Career development

programmes are very much part and parcel of hotel life these
days.

They help us align employee goals with company

objectives and it’s a win win all round. We develop and maintain
good employees, reduce staff turnover and ultimately achieve our
company goals {General Manager, 5* Hotel, Leinster).

/ am lucky in that there is a good career development programme
in my present place of employment.

Through regular job chats

and twice annual reviews, my General Manager and Human
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Resource Manager make sure I have the necessary training and
go on the necessary courses to ensure that I am on the path to
becoming a General Manager (Deputy Manager, Irish Hotel,
Munster).

We have a very structured environment and operate career
development programmes for our employees.

My previous

Director of Sales and Human Resource Manager ensured that my
career was mapped out for me and put plans in place in order for
me to achieve my goals of becoming a Director of Sales. Only for
this careful planning, it would probably have never happened. I
now do the same for my team and notice that they tend to stay
with the company once you’re investing in their future (Director of
Sales, Irish Hotel, Dublin).

/ am with the same company for the last five years.

Over this

period, I have come a long way from Restaurant Supervisor due
to the investment of the company in my career. I expressed an
interest day one to advancing within the company and through
career planning, training and mentoring on their behalf, hard
work, dedication, commitment and a willingness to learn, they
have assisted me in advancing to my present role (Director of
Food & Beverage, Irish Hotels, Connaught).

We have a very strong career development programme within the
hotel, open to everyone. Since its implementation, we have seen
a significant reduction in staff turnover and a marked reduced in
recruitment costs.

We’re building our own team for the future

(Human Resource Manager, 4* Hotel, Munster).
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Our company operates career development programmes for
middle management only. I hope to become a General Manager
within two years and know with our company structure, that they
will do everything necessary to help me achieve my goal (Deputy
Manager, 4* Hotel, Leinster).

To be honest, I’ve been very lucky to have had a very good
mentor, my old General Manager who helped me develop my
career, probably unconventionally at the time as it wasn’t totally
structured compared to the systems and procedures in place
today (Director of Operations, Ireland and UK Hotel Group).

I’m not in a position at present to progress with my career,
however my employer is very committed to working with the team
on all aspects of career development, work life balance etc. to get
the best out of the team (Destaurant Supervisor, Irish Hotel,
Dublin).

The remaining interviewees cited no career development programmes as
identified in the following quotations:

/ had my own career development programme.

I mapped out

early on in my career what I wanted to achieve and just went
about learning all I could from the right people, working hard,
putting in the hours.

There wasn’t always a Human Resource

Department who could assist me with my plans; therefore I had to
avail of whatever assistance I could from whoever I could.

It

probably took me longer to achieve my goal than someone
working within a more structured environment. Thankfully, things
have changed over the years and I can see my own team and
others coming up the ranks availing of more structured career
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development programmes that are in place, helping them to
achieve

their desired positions

(Director

of

Sales,

Hotel

Company, Ireland).

Whilst some of the interviewees had their own career development
programmes, others effectively drifted through the organisation citing the
need for their own or a company based programme as cited in the
following quotations:

Up to now, I’ve never worked in a hotel that conducted career
development programmes.

I’m happy doing what I’m doing for

the present but aspire to be a Sales Manager in a few years time.
I know that once I make this known to both my boss and our
Human Resource Department that they will put together a
programme which will enable me achieve my goal (Revenue
Manager, Irish Hotel, Dublin).

There are no policies in place regarding promotion in the hotel. It’s
a very male dominated hotel and men tend to get promoted just
because they’re men, not because of any structured programme in
place (Restaurant Supervisor, Connaught).

There are no career development programmes in place in the hotel
which is a pity as I feel if there was something in place, I wouldn’t
have been passed over for promotion to Accommodation Manager
(Accommodation Supervisor, 3* Hotel, Dublin).

In summary, just over half of the interviewees cited the existence of career
development programmes in their workplace.

These programmes were

instrumental in carving out their careers and helping them achieve their desired
positions.

The other ten interviewees had no experience of a career
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development programme.

They believed that lack of assistance in the form of a

career development programme has impacted negatively on their career
development.

Their progress was either slower or non existent compared to

those who were able to participate in such a programme.

4.7 Summary

This chapter represents information gathered as a result of conducting in-depth
interviews with twenty one female managers in the Irish hospitality industry, both
in middle and senior management positions. The attached Appendix denotes the
interview guide which was used as the basis for the aforementioned interviews.
A number of key topics emerged during the course of the research, which are
discussed and clarified in Chapter Five.

An analysis of the hospitality educational programme illustrated that while it
prepared individuals for the initial entry stage to the industry, it needed to keep
abreast of the ever changing nature of the industry and update the course
content on a regular basis.

Further recommendations for the hospitality

educational programme will be discussed in Chapter Five.

Perceptions of career aspirations, obstacles to female career development; the
existence of a glass ceiling and work-life balance conflict were analysed.
Networking and mentoring and their effect on a female manager’s career were
also analysed. Results revealed that just over a third of the interviewees were
currently in a senior management role within the hospitality industry whilst a
further fifty percent aspired to a more senior role within the organisation.

It

became clear that marriage had no implication on their career advancement;
however it was cited that having a family either had or would have ramifications
on one’s career advancement in the hospitality industry.
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For career barriers, five factors were found to be significant for the interviewees organisational policies, work life balance, networking, mentoring and gender
discrimination and sexual harassment.

The findings revealed whilst the

hospitality industry had progressed in the implementation of organisation policies,
there was a distinct lack of work-life balance arrangements in place for those with
family commitments.

It was also noted from some interviewees that both

networking and mentoring facilitate a women’s career advancement in the
hospitality industry. Evidence showed that both networking and mentoring were
associated with certain positions within the hospitality industry and not everyone
benefited from being involved in networking or having a mentor.

In terms of

gender, discrimination remained evident within the industry with reference to
specific positions, however, it made interviewees more determined to succeed
and overcome this barrier. Whilst these factors were cited as the main barriers to
advancement, interviewees also noted that such factors would also cause them
to consider leaving the industry.

On a positive note, interviewees identified a combination of six factors as outlined
previously which they attributed to their career advancement.

These factors

were less obvious for their male counterparts and their career advancement in
the hospitality industry. In addition, career development programmes were cited
as important to advancement, however, such programmes were not available to
all interviewees.

The above findings are based on the investigation of female career progression
and development in the Irish Hospitality Industry. It is evident that females in the
hospitality industry must overcome barriers on a daily basis in order to progress
their careers to more senior management roles.

Further analysis and discussion will be presented thematically in Chapter Five,
using the context of the research objectives and questions posed in Chapter
One, and the review of literature presented in Chapter Two.
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Chapter 5: Analysis and Discussion

5.0 Introduction

The discussion in this chapter centres on the topics presented in Chapter Four.
The same topics are both analysed and discussed more in-depth, adding to the
previous literature on female career progression in the Irish hospitality industry.

To address the aims of the study, person-centred and situation-centred factors
that have been found to be related to women’s managerial advancement were
examined, as recommended by Riger and Galligan (1980). Riger and Galligan
(1980) demonstrated that many person-centred explanations for women’s lack of
managerial advancement could be replaced by equally plausible work situation
interpretations. So, both are included in the current study. Specifically, personcentred factors of children, education and ambition were assessed. The variable
of children was included in the present data analyses, because past studies have
shown that an increasing number of women managers and executives have
children (Catalyst, 2003), but many still trade children for a career because of
their work commitments (Catalyst, 2003; Wirth, 2001).

Marital status was also

included in these analyses because pre-child rearing, it does not appear to be a
barrier to women’s career success (Greenhaus et ai, 1999). In addition, reviews
of the literature found that ambition, education and working long hours were
related to women’s managerial advancement (see Tharenou, 1997) and their
power in organisations (Ragins et al., 1989).
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In addition to the person-centred variables, four situation-centred factors were
included in the current study.

These were organisational policies, work-life

balance, networking and mentoring, because they have been suggested in extant
literature to be important to women’s advancement (Tharenou, 1999; Schor,
1997).

Previous research has also emphasised that mentor support and

networking can help women overcome obstacles to their advancement (Ragins,
1999), and internal networks can assist women obtain information necessary to
perform their jobs and advance (Lift etai, 2001; Mallon etal., 1999).

5.1 Career Aspirations and Choices of irish Female Graduates in
the Irish Hospitality industry

In the current study, the educational level of the interviewees is notably high (all
females have earned a Bachelors degree).

The results indicated that all

interviewees are still employed in the hospitality industry.

According to Cross et at. (2006j, women’s increased involvement in the labour
force is not paralleled in the management levels of organisations.

They

concluded that women appeared to be “trapped” at middle and junior
management roles in organisations.

Davidson and Burke (2000) also indicate

that in the EL) fewer than 5 per cent of senior management roles are occupied by
women.

The current study focuses on the job experiences and career

aspirations of female graduates in the hospitality industry, with specific focus on
the Irish hospitality industry.

In the current study, 43 percent of the interviewees indicated that they were in
senior management positions and the remaining 57 percent holding middle
management positions in the Irish hospitality industry. A further 29 percent of
those in middle management expressed an interest in achieving a senior
management position in the future. Interestingly, of those interviewees who were
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in senior management positions or who were interested in pursuing a more
senior role, 53 percent had no children.

Of the twenty one interviewees, 29

percent wanted to reach senior management roles, but had re-evaluated their
career aspirations early on when the issue of bringing-up children became a
consideration in their lives. They had made the decision to concentrate on their
careers at a later time in their lives when family was not at its most demanding
and children were grown up. Their aspiration for promotion was by no means
diminished, but delayed perhaps due to family circumstances and commitments.
Fourteen percent of those married women currently without children, believed
that having children prior to their achieving their present senior management role
would have hindered their promotional prospects and career advancement in the
industry, however, they believed that they would have to re-consider their career
choice when they started planning a family. They questioned whether they would
still be able to dedicate themselves to their positions based on the required
attributes associated with senior management positions namely, hard work, long
hours and taking on additional responsibilities.

There was an additional

consensus that their work environment and the organisational policies within
were not conducive to supporting senior female managers as mothers/carers.

Over the last number of years, there has been an increase in the number of
women in the labour force and in the hospitality industry. As a result, there has
been a trend which shows that female aspirations have increased resulting in
more women in managerial roles.

The current study indicates that female

interviewees with no children have put their career first before having family. In
comparison, those with children have become disillusioned over time by the
barriers that remain in place, which hinder women’s advancement to senior
management positions.

They understand what it takes to attain the more senior management positions however, the ‘glass ceiling’ experienced offset the influence of the social trend
that appears to favour women in their aspirations to senior management. It can
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be suggested from the current research that senior management roles are
unappealing to interviewees with young children as they seek to balance work
and family lives despite the enhanced compensation and status.

It can be concluded from the current research that the hospitality industry
demands the same skills of women and men and both female and male
employees can succeed in the industry if they have the necessary qualities and
work hard. The current study, however, has shown that women and men do not
enjoy equal employment and promotion opportunities in the hospitality industry.
The interviewees labelled the ‘glass ceiling’ as those barriers which have
hindered their advancement to a more senior role. Women are not progressing
into senior managerial positions at comparable rates to their male counterparts.
Whilst women are clearly a dominant force in the hospitality industry, there is
evidence in the current study there is a dearth of women in senior management.
This confirms Levinsons theory (1996) which suggests that when the “myth of the
successful career woman” collides with societal and organisational realities the
result is an often painful process of reevaluation of life, work and relationships.

The interviewees in the current study also confirmed the hypothesis that gender
discrimination was still very much part of the hospitality industry, illustrating
predominantly male domination of certain positions in the hotel industry.
Previous research has found that males and females differ in occupational
aspirations, with males tending to aspire to male-dominated positions and
females, to a lesser extend, tending to aspire to female-dominated positions.
The hospitality industry is recognised as a traditional industry sector, which
harbours preconceived ideas about what constitutes “women’s work”.

The current study illustrates that occupational segregation remains a feature of
the hospitality industry in Ireland, with women working in the traditionally female
roles such as sales and human resources and the majority of food and beverage,
general manager and head chef positions held by men. The job profiles of the
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interviewees in the current study confirms that 81 percent of the middle and
senior management positions held were in sales, revenue, reservations and front
office, confirming the existence of occupational segregation. It was also noted,
however, that four of the more senior roles held, normally associated with men Head Chef, General Manager, Director of Operations and Director of Food and
Beverage illustrates that females are breaking through the occupational barriers
to achieve the more traditional male-dominated roles in this industry.

All

interviewees experienced some form of gender discrimination in their careers
making them more determined to succeed and achieve senior positions,
irrespective of whether it is a more male or female-dominated role, however,
many have sacrificed children and family life to achieve their success unlike their
male counterparts.

The findings in agreement with Greenhaus and Callan’s (2000) argument, that
career development, while an on-going process, can be broken down into
relatively predictable stages or phases in an individual’s career. The findings in
the current study also concur with Inkson (2007) and Levinson and Levinson’s
(1996) discussion on early and mid-career stages which are particularly difficult
for career women. The responsibilities associated with family life and child care
coincides with early and mid-career stages, which are 25 to 45 years old. The
reality for the female managers in the current study was that the majority had
attained middle-level management positions and senior positions in their twenties
and thirties, causing tension in the lives of some of the interviewees trying to find
a match between their career ambitions and their desire to have children.

In agreement with Roberts and Newton (1987), the respondents argued that
while their career had been their priority in their twenties, moving into their thirties
meant that family and marriage were now becoming their priority. This will be
discussed further in section 5.3.
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The majority of the respondents in the current study concurred with Van Maanen
and Schein (1977) and articulated that their future career development would
essentially be a process of combining their individual career goals with the
opportunities or limitations that exist in the external work-related environment.
They argued that, considering their current level of difficulty in combining the two,
that it would be ‘impossible’ to combine both these elements in their lives with a
senior managerial career. Overall, it is clear from the current study that having
children has a significant negative effect on the career aspirations of female
middle-level managers. This is essentially because the age at which they are
planning to have, or already have young children, collides with the stage in their
career where they are making choices about their career goals. The findings in
the current study on career choices reveals that the family life-cycle affects the
career choices women make.

In the current study, many of the females

interviewed have decided not to pursue their career aspirations of attaining
senior management positions, in the short to medium term future. It is clear that
the realities of working life in the hospitality industry are not being addressed by
organisations, resulting in women feeling pressurised to the extent they believe
that imposing a glass ceiling on them is the answer.

The evidence from the

current study suggests that even where women have been able to take
advantage of maternity leave and flexible working hours, they have still
effectively been blocked from the most senior positions.

Many of the

interviewees, both in middle and senior management roles, have adapted to the
predominant male model of success, making conscious choices either not to
have children, to defer having them, or (where able) to organise their domestic
life so as to be able to dedicate themselves to their careers. The ‘glass ceiling’
shall remain intact until such time as organisations make a concerted effort to
address organisational and human resource policies to enable females a worklife balance and an opportunity to advance their careers successfully.

In the current study, all interviewees are college-trained and they are all
employed in the hospitality industry at middle and senior management.

It is
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illustrated in the current study, however, that despite college education, these
women are taking positions lower than their potential, as measured in terms of
education attainments. The problem is not, therefore, that talented women are
not in the labor force but rather that they are not contributing at the level their
talents would justify as a result of child bearing and child rearing responsibilities.

5.2

The

Increasing

Importance

of

Hospitality

Education

Programmes to the irish Hospitaiity Industry

The growth of tourism and hospitality in higher education has been well
documented, however, there is little research into the career progression of
graduates who have completed a tourism/ hospitality programme. In the current
study, all interviewees have graduated with a degree from the Dublin Institute of
Technology, Cathal Brugha Street with a Higher Diploma in Hotel and Catering
Management.

O’Leary and Deegan (2005) hypothesised that there is a high

drop-out rate from the tourism/ hospitality employment in Ireland and females in
particular tend to have reduced desire to work in the hospitality industry,
however, in the current study all interviewees are currently employed in the
hospitality industry.

In the current study, the interviewees noted that a degree in hospitality
management was not a recruitment requirement for a supervisory position,
however, they believed that the course enabled them to enter the hospitality
industry at a supervisory level with a given expectation that the course had
provided them with the necessary practical experience over the years through
work placements.

They valued practical skills, however, they believed that in order for them to
achieve their next position or specialise in a particular department, they would be
required to undertake additional training to their course work. There was some
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variation in the responses in relation to the relevance of third-level education for
the hospitality industry and the ability of the degree course to meet the needs of
the industry.

Interviewees believed that some of the course content was

irrelevant or outdated and that the onus was on the college to keep pace with the
changing hospitality environment.

Sixty-seven percent of the interviewees

pursuing a career in front office/ reservations/ revenue management/ sales and
general management emphasised that additional knowledge of finance was
required (understanding and reading a profit and loss account), knowledge of
room sales, how to calculate rates (average room rates and revenue per
available room), front office and revenue management systems, own and third
party website management.

Ten percent of those pursuing a career in

accommodation and accounts believed that the course met the industry needs.
The remaining interviewees involved in food and beverage management
positions confirmed that while practical skills contained in the course content are
essential in the initial stages of a career, it was believed that more analytical
skills are required as more senior positions are attained or sought which should
include purchasing, finance, food costings and an understanding of sales.

The more traditional route to senior management suggests that a high proportion
of top managers began their careers in operative or craft jobs (Fuller, 1983).
Today, the importance of food and beverage positions may be far less than it has
been during the career development of those managers who entered the
hospitality industry some 20-30 years ago.

In recent years, there is a growing

emphasis on rooms division as it is one of the more profitable areas in a hotel,
therefore, more focus and attention is required by future general managers to
support this position which will ultimately aid their career advancement.

The hotel sector has not traditionally placed a high emphasis on academic
qualifications as it remained possible to progress with few or no formal third-level
qualifications. As seen in the current study, more sophisticated skills are now
being required in the hospitality industry which means that formal qualifications
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are becoming increasingly necessary in order for career progression. While the
hospitality industry still requires the ‘hands on’ manager, it also requires a highly
skilled professional trained in all the operational elements of the industry.

Previous research has found little support for the completion of a Diploma or
Degree in enhancing promotion prospects in the Irish hospitality industry (Ruddy,
1998).

The career patterns of managers in Ruddy’s study, with or without a

degree were similar. In contrast, Baruch and Peiperl (2000) concluded that those
with a degree were more employable and had better career and remuneration
prospects. The relationship between qualifications and progression is a complex
one.

In the current study, progression to a senior management role does not

solely depend on qualifications but is achieved through a mixture of having a
degree and hard work, long hours, dedication, commitment and demonstrating a
willingness to learn and take on additional responsibilities.

With changing

managerial roles and rapid consolidation of the hospitality industry via hotel chain
operators, there has been a change in the set of skills required for the industry.
Qualifications will be an increasing important factor in career development and
progression.

Given these developments, hospitality management degrees can

be a valuable source for recruits to take hospitality companies into the future. If
graduates are not perceived as having the correct skills that are required by the
industry, then the industry will not employ them, preferring instead to choose
from candidates who have hands-on experience.

There are many examples in the hospitality industry of hotels thriving without
staff having the benefit of formal third-level qualifications.

While Ireland’s

hospitality industry has enjoyed unprecedented growth and expansion in the last
number of years, it may be reaching the maturity stage in the current climate that
will involve recognising the need for graduates and the expertise they bring.

Ultimately, the findings in the current study lead us to re-evaluate the role of
graduate education in the hospitality industry.

All of the interviewees in the
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current study hold an honors degree in hospitality management. It has allowed
them enter the hospitality industry at a supervisory position and move quickly to a
middle management position and in some instances to a more senior position,
however, on review of the number of the interviewees in middle management, it
is clear that the interviewees are not making the most of their full range of talents
from their education to pursue more senior roles due to other inhibiting factors as
discussed in section 5.1. Previous research suggested that third-level education
in the hospitality industry was not essential for general management or senior
management positions in the hospitality industry. In the current study, however,
a re-evaluation of industry relevant material taught on hospitality programmes is
deemed necessary with many of the interviewees concluding that material was
irrelevant and out-of-date. This, together with a review of experience, is essential
to the advancement of graduates in the hospitality industry and also to maintain a
worthwhile academic course that is of benefit to the hospitality industry in the
future. As the industry demands more operationally skilled, yet business oriented
managers, an appropriate balance must be established in the effective
development of future managers for the benefit of the industry. The hospitality
industry needs to evaluate the education of its female workforce and identify their
strengths and talents and use this to their advantage and ultimately address the
issues of advancement and how they can partner together to benefit both sides females advancing their career and the hospitality industry gaining a welleducated, strong workforce.

5.3

The

Impact of Marriage

and

Family on

the

Career

Development of Females in the Hospitality Industry

The current study assesses whether marriage and family have impacted on the
interviewees overall career progression and development and whether it is seen
as a barrier to those aspiring to a more senior role in the hospitality industry. As
with previous research where marriage was seen as the least important
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constraint to women’s career advancement, in the current study it was perceived
to have no impact, however, it was found that having children and family
responsibilities had implications on the progress of female careers and their
career choices.

Of the twenty one interviewees, thirteen had children.

Of the thirteen with

children, only one of the interviewees held a senior role.

The only married

woman in a senior role indicated that she had prioritised her career, opting to
advance her career to the most senior position in advance of having children.
One of the four women in senior management in the current study had made a
conscious decision not to have a family and had sacrificed family for career. Two
of the four married women indicated that they wanted children and one of the two
was currently expecting her first baby. They were struggling, however, with the
issue of how to combine career and family and were already preoccupied with
how to arrange their lives so they could be less organisationally restricted when
they were ready to become parents.

The women in the current research, similar to women in research conducted by
Bierema et al. (2002) were concerned that organisational structures did not seem
to be supportive of women having a dual focus on both career and family.

Both of the married interviewees without children, who currently enjoyed senior
roles in the hospitality industry, wanted to enjoy the role for as long as they could,
having worked hard to overcome barriers to achieve these coveted positions.
They both held senior roles that demanded long hours, however, they were
overtly aware that it would be difficult to combine both career and family due to
the demands of their present position.

These findings support research by

Fagenson et al. (1994) who believed that female executives were more likely to
be childless. One of the women in the current study held the position of General
Manager in a hotel that had very good organisational policies in place for women
with children, offering flexibility and work-life balance arrangements. She hoped
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to make use of these policies and maintain her current position in the industry.
One of these four interviewees had a baby and worked in a senior sales role in
the hospitality industry. She believed that her role was possibly one of the more
conducive to having a family and career as the demands of the role, whilst
strong, the hours of work were somewhat more normal to what other senior
department heads worked.

Another twelve of the interviewees were also married, had children and family
responsibilities and held key middle management positions in the hospitality
industry.

While many women indicated that there were work-life balance

arrangements in their present employment, there were an equal number of
managers who commented that there were little or no organisational policies in
relation to these issues in their current employment.

One of the interviewees

who had children aspired to a more senior role, however, due to the lack of long
hours required, inflexibility and the lack of work-life balance arrangements in the
workplace; she was overlooked for a more senior role in favour of a male
colleague who also had children. She believed that women continue to perform
primary care-giving to children and dependents while simultaneously juggling the
demands of their workforce participation and career development issues and as
a result there is a pre-conception that they are unable to commit to more senior
roles in the organisation and hence are overlooked for promotions.

This also

concurs with the observations of Marchese et al. (2002), who emphasise the
perceived incompatibility of the dual roles of family and career for women.

The presence of good organisational policies in relation to the work-life balance
did little to encourage those interviewees with children to advance to more senior
roles at this present time. They indicated that they were happy to avail of the
flexible working arrangements, however, they believed that maintaining a senior
position and a quality family life would prove too stressful. Their current focus is
on attaining a balance in their lives, rather than believing they cannot achieve
success at the next promotional level. In the current study, the findings, suggest
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that one cannot attribute the absence of women in senior management positions
solely to organisational and structural policies and procedures. A primary driver
is individual choice, based on their need for harmony and balance between
career success and life outside work. The interviewees in the current study in
mid-management positions were not dismissing their career aspirations; rather
they were attempting to undertake a cost-benefit analysis, based on achieving a
particular quality of life, in making their decisions.

Each had their individual

ideas, based on personal circumstances, but the overriding constant was the
need to balance a successful career with the remainder of their lives. Many cited
that once their children were more advanced and grown up, they aspired to a
more senior role in the industry and hoped to continue to avail of the flexible
working arrangements currently available and maintain a good work-life balance.
They believed that family commitments would decline with the age of their
children, allowing them pursue their career and ultimately a more senior role.

The interviewees believed that there was a lack of consistency in both the
Employment Equality Opportunity legislation and family-friendly policies in their
organisations.

They believed that family responsibilities and work discontinuity should not
negatively affect their career success due in part to having such policies in place,
however, in this study, women with children seem to have lowered their
expectations of being promoted in their current career phase in light of expected
social roles and to the lack of consistency in the policies in place.

The

importance of work hours to advancement has forced many of the interviewees
with children to put their career on hold.

They indicated that the long,

unpredictable hours were increasingly problematic with the arrival of children.
The decision to have children appears to be a particularly difficult one in this
industry. The current research findings support previous research of Noor (2006)
who suggested that hotel companies wanting to be perceived as “family friendly”
may wish to consider instituting policies, programmes, and practices, such as
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parental leave and child care referral, which underscore their support for
employees’ multiple roles and decrease work-life balance conflict.

The

interviewees perceived that having children weakens the positive relationship
between work hours and women’s managerial advancement.

In addition to child-bearing, the interviewees believed that among the most
stubborn obstacles were the exclusion of women from male informal networks,
the lack of transparent promotion policies to senior management level and the
effects of trying to balance work and family commitments.

The effect of

networking will be addressed in more detail in section 5.4.3. The respondents
supported previous research by Vinnicombe and Sturges (1995), confirming the
stereotypical notion that a married male manager is viewed as an asset, while a
woman in the same position is a liability as seen with the interviewee who was
by-passed for a promotion by her male colleague who also had family
commitments.

Some of the interviewees with families indicated that their working life was made
even more difficult, because they were not as socially flexible as their single,
childless female colleagues, who could, for instance “go out for a drink after
work, without having to make prior childcare or domestic arrangements". This,
they said, “put them at a disadvantage and made them feel more isolated,
because “they weren't always around to hear the office gossip". Drinking with the
“boys” was recognised by men and women as an important way of being part of
the informal network; it was during these sessions that “meaningful" social
chitchat (who's doing what, who's likely to get that job, what's going to happen in
terms of re-organisation) took place. Being in the “know" was seen by women as
important in terms of gaining insight into the politics of the organisation, and not
knowing the politics could make one look naive and reduce credibility in formal
situations such as meetings.

A somewhat disheartening theme that emerged

throughout the interviews was that these women see no prospect of a change in
their situation until their children are older, despite the hospitality industry being a
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new and dynamic industry sector.

They believe that the effects of the glass

ceiling are still so strong as to negate any organisational initiatives.

5.4

Career Barriers in the Hospitality Industry

The current study builds on the work of theorists who identified the existence of
the glass ceiling. All interviewees in this study were au fait with the term of the
glass ceiling and the barriers associated with it. The following thematic areas
were identified in relation to career barriers in the hospitality industry and are
discussed in detail below.

5.4.1 Organisational Policies as a Barrier to Career Progression
in the Hospitality Industry

This study set out to examine the career advancement of females in the Irish
hospitality industry and to help explain the relative scarcity of female managers in
senior management positions and explore the barriers that have impeded on
their career advancement.

Organisational policies include recruitment and selection, promotion, work-life
balance and mentoring.

The first organisational policy discussed with the

interviewees was promotion. Goughian (2002) postulated that the lack of family
friendly policies allowed considerable scope for discretion by senior mangers of
not giving women the chance to advance their careers. Linehan (2006) further
hypothesised that lack of family friendly policies have a significant negative
impact on the advancement of women to senior management positions.

In

addition, lack of transparency surrounding recruitment, selection and promotion
procedures often results in subjective appraisals in relation to the suitability of the
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candidate in terms of “fit” with the incumbent senior management team. In the
current study, five of the interviewees echoed Coughlan’s (2002) view and
concluded that that there were little or no organisational policies in their place of
employment which

ultimately

has impacted

negatively on their lack of

advancement to date. One of the interviewees confirmed that she would have to
leave her current employment if she were to progress to a more senior role due
to there being a more ‘old school’ management structure in place, thus hindering
career progression.

The interviewees indicated that the general managers in

their places of employment were responsible for the human resource function
which they often believed lacked focus and hence has lead to slower career
advancement for them.

On a positive note, a further sixteen of the interviewees however cited strong HR
policies in the hotels in which they were employed - believing that these policies
have been imperative in enabling them to progress their career to date. Whilst
HR policies were strongly represented in their place of employment, three of the
interviewees

in

senior

management

positions

currently

without

children

concurred with Linehan (2002) and expressed the view that looking to the future
they believed they would face significant career obstacles due to the
incompatibility of rearing children of primary school age and younger, and the
established organisational culture of working long hours, when in a senior
management position.

A further six interviewees in middle management

positions with children had made the decision to place their careers “on hold”
until such time as they were in a position to give it one hundred percent. They
were confident that the strong HR policies in place in their employment would
assist them advance their career when the time was right.

The findings in this study, therefore, provide persuasive evidence that lack of HR
and family friendly policies

in the workplace

has

impeded the career

advancement of some of the current interviewees. Additionally, six of the female
managers in middle management were effectively imposing a glass ceiling on
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themselves because of their decision not to pursue a senior management career
in the short to medium term. The findings in this study also provide persuasive
evidence that the impact of having family responsibilities has a negative impact
on

female

managerial

career

progression.

While

many

cited

strong

organisational work-life balance policies in the workplace and the flexibility to
manage work and family commitments, there was still a very strong sense that
the polices were only relevant to those in middle management positions and that
they would not be as flexible at a more senior level, hence impeding female
career advancement.

It can be concluded that it is important for the hospitality industry to focus on
maintaining strong HR and family friendly policies to ensure a consistent supply
of female manager’s progress to senior positions. The hospitality industry needs
to address the role of senior female managers with children and ensure that their
policies are flexible and compatible to encourage and maintain them in the future
workforce.

HR and family friendly policies are also linked to the retention of educated
females in the hospitality industry. Some of the current interviewees cited that
the issue of female promotion to senior positions can be addressed at the
recruitment and selection stage.

They concur with van Vianen and Fischer

(2002) who postulated that if women are aware of a potential clash between an
organisation’s culture and their own, that they will reject the job.

Females are

more likely to be attracted to an organisation that has goals similar to their own.
Many of the interviewees concurred that their hotels were slowly introducing
Equal Employment Opportunity (EEO) policies into their recruitment and
selection practices including anti-discrimination legislation making it illegal to
discriminate against a person because of their gender, therefore assisting their
potential for promotion.
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Other organisational policies highlighted by the respondents in this study as
negatively affecting their career progression are work life balance, mentoring and
networking. These are discussed in the next sections.

5.4.2 Work-Life Balance as a Barrier to Career Progression in the
Hospitaiity Industry

The second organisational policy discussed with interviewees was family-friendly/
work-life balance policies.

The respondents believed that although their

organisations provided family-friendly policies, the organisational culture meant
they were realistically unable to avail of these policies, as it would put them at a
distinct disadvantage in comparison to their male counterparts, who rarely
availed of such polices.

The current study agrees with Anderson et al. (2002) who posited that
unsupportive work cultures may undermine any formal policies and programmes
designed to aid employees in balancing work and non-work demands. In relation
to the support offered by the hospitality industry, the majority of the respondents
indicted that although such policies existed in their companies, it was very much
viewed as a “women’s issue”.

Five of the females in middle management positions with family responsibilities
highlighted that there were flexible working arrangements in place in their
organisations, enabling them to commit to their job as opposed to their career
progress, and to their families and to balance both without sacrificing one over
the other.

The findings concur with Schwartz (1989) who argues that senior

managers, who are most often male, view women who want to try and balance
their work and family life as not committed to their careers. One of the female
sales managers in a senior role also had experience of flexible working
arrangements and believed that she had achieved work-life balance. There was.
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however, a belief by interviewees in middle management and those in a senior
management that once they aspired to a more senior role and wished to start a
family, they would experience difficulties in availing of these work-life balance
policies. They believed that their place of employment paid “lip service” to familyfriendly policies at a more senior level.

One female general manager who

admitted to operating a very flexible arrangement for her staff members was
hoping to avail of these flexible working arrangements herself following the birth
of her child, however, she was uncertain regarding whether such arrangements
were compatible with the long hours required by her position.

Interviewees

believed that there is a very bureaucratic system in place and makes it very
difficult for them to take advantage of these policies. This concurs with previous
Irish research by Cross and Linehan (2006) which also highlighted the existence
of this issue.
The majority of interviewees in the current study identified the existence of more
informal work-life balance policies in the hospitality industry, however, the results
of the current study suggests that despite the existence of such policies, the high
level of work demands in senior hotel management made it extremely difficult for
them to avail of such policies. When interviewees were in a position to advance
their careers, they had to carefully consider how they would balance family needs
with their job requirements as hotel managers and in many instances, had made
the decision to put advancement on hold due to the inability of finding suitable
work-life balance.

Interviewees believed that early in their careers when they

had little or no responsibilities, they had limited awareness of family-career
balance.

It was only in subsequent years as they advanced their careers, got

married and planned families that family friendly policies came to bear.

This

concurs with previous research conducted by Barnett et al. (2001). In the current
study, the interviewees believed that there is a growing awareness amongst the
hospitality industry regarding the need to introduce family-friendly or work-life
balance policies at a more senior level. The respondents suggested that a lack
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of work-life balance policies is detrimental to maintaining females at a more
senior level.

The findings suggest that the term flexible appears open to interpretation
depending on the organisation and the role the individual has in the organisation.
The interviewees believed that ensuring a family-friendly working environment
requires an organisational culture in which employees can avail of these policies
at all levels.

As seen in section 4.4.2, work-life balance policies are not

necessarily formalised in the hospitality industry.

Those interviewees currently availing of a family-friendly working environment
were typically in middle management positions and opted for the more traditional
roles for 9.00am-5.00pm hours in comparison to their colleagues in senior
management who worked long hours and believed that “something would have to
give” if they were to have a family, they believed their current role was not
conducive to the hours they currently worked.

One senior manager cited that she was fortunate that her role was predominantly
9.00am-5.00pm, however, she appreciated that she was one of the “lucky ones”
and could manage family and job simultaneously.

The interviewees also

perceived that women’s ability to combine both management and family
responsibilities is often questioned by their male senior colleagues and hence
they indicated a reluctance avail of work-life balance policies. The interviewees
also cited that long hours for senior managers are the norm in the hospitality
industry which they believed acted as a barrier to their progression and this is
also compounded by a lack of family support structures in the hospitality industry.
This supports research by Thompson and Prottas (2006) who concluded that
these negative work characteristics, such as long and unpredictable hours, have
also been associated with higher levels of turnover, in particular for females. It is
clear, therefore, that the work-life balance argument not only reinforces
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stereotypical notions, but it also has the “real” effect of acting as an obstacle to
participating in managerial networks as discussed in the following section.

5.4.3 Networking as a Barrier to Career Progression in the
Hospitaiity Industry

There is good support from the current research findings for the hypothesis
proposed by Garvan et al. (2006) that those female interviewees who engaged in
networking achieved better managerial advancement.

Gould et al. (1984) also posited that career strategies of networking, the practice
of developing a system or “network” of contacts inside and/or outside the
organisation, aimed at communicating to superiors one’s desire to assume
greater responsibility in the organisation and at presenting oneself in the best
possible light, were associated with career advancement of managers.

The

interviewees in the current study also provided support for the “new career
concept” which advocates a self-managed career and the use of these internal
and external networks.

It is important, however, to note that in the current study, interviewees were very
specific on the effectiveness and relevance of networking based on the
managerial positions they held in the hospitality industry.

There was a strong

belief amongst the interviewees that networking was essential for some roles in
the hospitality industry, predominantly sales, general management and food &
beverage and their associated career advancement opportunities.

Those in

middle management positions believed that in order for them to progress to a
more senior role it was essential for them to attend such events and make the
relevant contacts.

Those in senior management positions indicated the

importance of networking in achieving their present positions, however, the
interviewees cited the relevance of networking in maintaining their current
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position. Interviewees employed in sales roles identified key networks they were
involved in and believed these networks are essential to developing new sales
leads and contacts in the industry. General Managers were involved in different
networks to sales employees, for example, and these networks aimed to develop
a standing in the business community as well as develop and maintain
relationships with fellow hoteliers in the industry. The awareness of the benefits
of networking by interviewees in the current research is in contrast to Ehrich
(1994) who hypothesised that women do not always appear to recognise how
valuable networks are.

The realisation by more than half of the female managers in this study of the
importance of visibility to career progression as well as achieving a certain
success in their position concurs with previous research by Linehan et al. (2001).
in the current study, however, it was interesting to note that some of the
interviewees both in middle management and senior management positions cited
networking

as

predominantly

irrelevant
those

to

their

interviewees

positions

in

the

hospitality

employed

in

accounts,

industry;

revenue

and

accommodation positions. These interviewees believed that networking had little
or no impact on their career advancement.

One of the interviewees in an accounting function could not see the relevance to
the advancement of that position, however, she could see the benefits of
networking in particular for both sales and general management in developing
such relationships. Similar beliefs were held by two of the interviewees, one in
an accommodation function and one in a revenue function in the hospitality
industry.

One of the interviewees who held a HR role attended networking

events on an adhoc basis, believing that even though it was not key to her
advancement in the industry, she could make key relevant contacts from
attending such events which she believed may assist her at some time in the
future, possibly when recruiting new staff.

It can be concluded from these

interviewees, therefore, that participating in networks is largely dependent on the
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specific roles individuals hold in the organisation and the relevance placed on its
importance to their career advancement.

Despite its identified importance, interviewees in the current study also indicated
the conflict of networking with family responsibilities. Networking again, reverts
to flexibility in the workplace and family friendly policies.

In agreement with

Monks and Barker (1995), six of the interviewees in middle management who
had children and aspired to a more senior role believed that in addition to family
responsibilities hindering their career advancement, the lack of opportunity to
attend formal networking opportunities due to time constraints also acted as a
barrier to their career advancement.

In addition to formal networking, interviewees in the current study also identified
informal networking opportunities. As previously identified informal networking is
recognised as essential for career progression for both men and women,
however, previous research has cited that women do not always appear to
recognise the value of informal networks and their ability to enhance career
success through heightened visibility in the decision-making circle.

There is

strong support in the current study that there is often a clash between work and
family commitments and, as a result, some females in the current study were
unable to participate in these informal functions and believed this lead them to
lose out on potential promotional opportunities that may arise.

Many of the interviewees in the current study identified a strong sports and social
function in their industry.

Those interviewees in senior management positions

believed it provided an opportunity for them to know their team better and
possibly help to identify any future senior management members. Some of the
interviewees in middle management often struggled to attend networking events
due to family commitments. They, however, acknowledged that networking was
an opportunity for them to get to know the senior managers better and that this
along with visibility is essential for promotional opportunities that may arise. An
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element of informal networking further identified was the ‘old boys’ network.
There is further support for Cross and O’Brien’s findings (2005) in the current
study as it was identified that the ‘old boys’ network predominantly consists of
golf or drinks after work and believed that their exclusion from such activities
negatively affected their prospects for promotional opportunities in comparison to
their male colleagues.

Interestingly, two of the interviewees, one a General

Manager and one a Deputy General Manager had taken up golf for the precise
reason of not being excluded from the ‘old boys network’, whereas one of the
interviewees, a Director of Operations, despite having advanced to her current
senior

level,

felt

excluded

from

making

some

important

contacts

and

opportunities as a result of not participating in the “all-important” game of golf.
Contrary to Cross et al. (2006) who indicated that networking ‘doesn’t come
naturally for women’, the interviewees in the current study did not share this view
and believed that it reverts to their commitment of family responsibilities and their
inability to partake in such activities due to this inherent conflict.

The interviewees in the current study believed that that as a direct result of both
formal and informal networking, one tends to become more visible, therefore,
more open to the opportunities of career advancement. The interviewees did not
concur with Cross et al. (2006) who hypothesised that females did not recognise
that lack of networking was detrimental to their career advancement. In contrast
they acknowledge that it is their choice to participate or not, however, they
understand the consequences of not participating.

Many of the interviewees

have focused more on adopting and working with a mentor in order to advance
their career and believed that time spent with a mentor is not as timeconstraining as networking. This is discussed further in the following section.
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5.4.4 Mentoring as a Barrier to Career Progression in the
Hospitaiity Industry

Despite practitioner articles heralding the benefits of mentoring and offering
anecdotal evidence for the importance of mentoring, few empirical studies have
specifically addressed mentoring in the hospitality industry.

The current study

supports Rutherford (1984) who posited that mentoring relationships were in
existence in hotel organisations. Twenty-three percent of the interviewees in the
current study (sales, front-office managers, deputy general manager, food and
beverage managers and general managers) all reported having a mentor. The
findings also concur with Tharenou (2005), who argues that women face more
career obstacles than men, therefore, mentoring relationships are more important
for women than for men.

The mentoring functions reported by the interviewees in the current study
paralleled findings from the general-management literature.

Mentors provided

the interviewees with confidence, career-oriented advice, counselling and access
to networks and information.

Mentored managers who had reached senior

positions reported greater success and satisfaction with their job and careers
than did managers without mentors who were predominantly middle managers.
Those mentored interviewees concluded that mentoring has benefited their
careers since the early stages and has played an important role in their career
advancement to date. This supports the hypothesis by Knutson etal. (1999) who
believed that those who have an influential mentor or sponsor in their company
acts as a component of professional advancement.

Those in

middle

management positions, however, with no further career aspirations posited that
having a mentor was of little relevance to them.

Sixteen of the interviewees in the current study had experience of being
mentored. Nine of the interviewees who had mentors were all approached to be
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mentored either directly by senior management in their organisation or as one
interviewee cited as part of a committee system where various employees and
one department head were involved.

Only one of the interviewees sought a

mentor. She cited that she had previous mentors over the years, however, once
she believed her career had become stagnant she was prompted to look for a
new mentor to stimulate her career path and subsequent advancement.

She

recognised the importance of choosing a mentor to re-motivate and re-direct her
and she believes this has lead to her current position as the Director of
Operations for the UK and Ireland. Without this interaction, she believes that she
would not be in this senior position. One of the interviewees, whose mentor was
engaged through a formal network, cited that they had developed a friendship
initially and subsequently developed a mentoring relationship over the years.
Her mentor was a “constant” in her career and has assisted in her achieving her
role as Director of Sales. The remaining eight interviewees with mentors met
their current mentors in their place of employment.

All of the interviewees

recognised the importance of having a mentor and illustrated how their mentors
have influenced their career decisions, choices and promotion opportunities. The
remaining interviewees did not have mentors, however, five of them recognised
the merit of having a mentor in order to advance their careers, whereas only one
of them did not believe it would make any difference.

One of the interviewees had aspirations to become a General Manager and
believed that in order for her to achieve the position she would have to engage in
a mentoring relationship with one or more mentors to gain the experience
required. Similarly, one of the interviewees in a supervisory role had aspirations
to advance to a Food and Beverage Manager. She also believed that she was
not in the position to take on the role presently and would request a mentor to
assist in her achieving her goal. One of the interviewees in middle management
expressed the belief that despite wishing to advance her career she could not
see the merit in having a mentor.

She believed that for her to succeed she

needed a commitment to longer more inflexible hours in her department, a
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decision she would have to make if she wished to advance her career. Those in
middle management positions with no aspirations to advance saw no merit in
working with a mentor.

All the respondents except one, had a male mentor which supports the
hypothesis of Cross and Linehan (2004) who indicated that it is difficult for female
managers to find a female mentor, as the majority of senior managers are male.
Those with a male mentor believed it to have a positive effect on their career
advancement as it gave them a different perspective on doing business. There
was a consensus amongst the interviewees that male mentors did not see them
as a threat to their position and were happy to mentor them and give them the
opportunity to advance.

There was a perception that female mentors worked

better with male colleagues than females, often citing females as a threat to their
own positions.

The interviewees sought to overcome the shortage of female mentors, and as a
result, nine of the interviewees in senior management positions are now involved
in mentoring roles in their current organisation, thus breaking the cycle of male
only mentors.

Those interviewees in senior management positions further suggested that
mentoring is an important source of training for hotel staff and they use it as a
strategy to identify and develop talent for managerial positions. In addition, they
cited mentoring as a useful mechanism for managers to create a motivating and
positive work environment for their employees. They believed, from their own
experience, that having a mentor makes a difference in employees' level of
commitment to the organisation.

Sixteen of the current interviewees believed

that having a mentor would affect their decision about whether to remain working
in the organisation or find employment elsewhere.

This, in turn, translates to

retention, sustained service quality, and bottom-line cost savings as summarised

192

by the finding: “There has been a marked reduction in staff turnover since the
introduction of mentoring and the buddy system”.

In particular, the introduction of mentors may now be more important than
previously as the Irish hospitality industry is still experiencing labour shortages of
both experienced personnel and female senior managers. Every effort must be
made by present hospitality managers to train and retain current employees,
including female middle managers and to assist them progress to a more senior
level in the organisation. Fostering effective mentoring programmes costs very
little financially, but, can build the type of employee loyalty that encourages
workers to stay, thus reducing turnover. Interviewees in the current study cited
that mentoring could be perceived as a barrier to career progression should they
encounter a shortage of suitably qualified mentors. Given the positive feedback
from the current study on mentoring, it can be suggested that hotel managers
should encourage and promote the development of mentoring relationships in
their organisations both male and female.

5.4.5 Gender Discrimination as a Barrier to Career Progression
in the Hospitaiity Industry

Gender equality is one of the most highly regulated areas of the labor market.
The hospitality industry promotes itself as an equal opportunities employer;
however, equal opportunities are not yet common practice in many industries
including the hospitality industry.

Dobbins (2007) posited that whilst most

organisations were, in principle, supportive of furthering measures that would
secure greater gender equality, many of these policies involved only declarations
of principle and that more far-reaching or concrete policies were called for. The
result of the current study strongly supports this hypothesis and all of the
interviewees, excluding two cited gender discrimination at some time in their
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career, as one interviewee summarised: “I’ve encountered opposition at every
turn and never believed that I would make it to the position of General Manager
in such a male-dominated industry”.

This quotation is representative of the

experiences of interviewees, despite their organisations, in theory, supporting
equality in the workplace. The interviewees believed that gender discrimination
was entrenched in the hospitality industry, as it is still very male-dominated.

Biswas et al. (1996) postulated that men in the hospitality industry occupied roles
of higher status than women and that women slotted into roles more appropriate
for them such as sales, accommodation, reservations and front office.

He

posited that there was perceived suitable work for men and suitable work for
women in the hospitality industry.

The current study strongly supports this

hypothesis with only four of the females occupying traditionally male-dominated
senior management positions.

All other senior management positions were in

roles traditionally associated with females.

Eight of the interviewees in middle

management held traditional female roles with the remaining four holding
positions often more associated with their male counterparts.

Those interviewees in the current study that held male-dominated senior
management positions were fully aware of the barriers they had already
overcome to achieve these much coveted positions.

They had encountered

gender discrimination on route, however, this discrimination did not allow them to
be detracted from achieving their goal and ultimately their career of choice.
Those interviewees in male-dominated middle management positions believed
that they “had a long road ahead of them and they would have to be the best of
the best to advance to the next level”.

Some of these interviewees commented that they had to sacrifice personal
relationships, for example, delaying having their families in order to advance to
the next level of their career and they believed this was essentially genderrelated.

The interviewees were very determined to advance their careers

194

regardless of gender discrimination in the workplace, interestingly, it made them
more determined to succeed. A further form of gender discrimination cited was
the prevalence of the ‘old boy’s network as previously discussed in 5.4.3. Some
of

the

interviewees

believed

that

such

networks

excluded

them

from

opportunities, and in turn some promotional opportunities in the hospitality
industry.

As stated previously, many of the interviewees had overcome this

barrier by adopting a mentor to help them guide their career in the right path and
to help them achieve their desired senior role, regardless of stereotypical
perceptions.

In addition to gender discrimination, sexual harassment was also

cited as a form of discrimination experienced predominantly by females.

5.4.5.1 Sexual Harassment as a Barrier to Career Progression in
the Hospitaiity industry

Adkins (1992) postulated that sexuality such as sexual innuendo in conversation;
flirting and the existence of sexual relationships between individuals are regularly
part of organisational life, often referred to as sexual harassment. Three of the
interviewees supported this hypothesis, indicating that they had experience of
sexual harassment in the work place which impacted negatively on their career
progression to date.

One of the interviewees worked in a male-dominated

occupation and believed she was constantly intimidated and this had impeded
her advancement in her current organisation.

She is aware that in order to

advance, she will have to move job.

Studies conducted by Gutek (1985) and Eller (1990) on sexual harassment in the
workplace, found that more hotel employees experience varying types of sexual
harassment than workers in society-at-large.

In the current study interviewees

agreed with research by Gilbert et al. (1998) who suggested that sexual talking
and joking is a part of hospitality industry culture.

They concluded that

distinctions between what is acceptable and what is offensive are very subtle.
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Schellhardt (1991) suggests that sexual harassment is generally characterised
as an abuse of “formal role power based on a person’s rank position in the
organisation”. Gender inequity in hospitality employment may also contribute to
creating an industry climate that is conducive to sexual harassment. One of the
interviewees re-affirmed this hypothesis:

“Head Chef positions are very much

male-dominated in this industry. I’ve worked hard to achieve my current position
much to the detriment of personal relationships”. The interviewees believe that
some men do not want a woman in the kitchen, so they test women to see how
much they can take. One of the interviewees, currently the Head Chef in a Hotel
has experience of such behavior in her previous role and is very conscious that
none of her team members will experience such harassment. She believes that
the kitchen environment should be a comfortable place to learn and grow in the
organisation without fear of harassment from fellow employees. A further type of
discrimination was identified in the hospitality industry, by Adkins (1992) who
hypothesised that in the hospitality industry, women were given strict instructions
as to how they should look, a key requirement for all the jobs where women were
clustered (e.g. waitresses, reception, housekeepers). There is no support for this
hypothesis among the interviewees in the current study. The interviewees in the
current study identified that they were required to wear set uniforms for their job,
however nothing revealing or that would leave them open to harassment from
fellow colleagues or guests.

It can be concluded from the interviewees that sexual harassment is no longer a
major barrier to females in the hospitality industry since the introduction of formal
organisational policies in their industry and the introduction of the 1998 equality
act.

This placed an obligation on all employers to prevent harassment in the

workplace.

The Equality Authority subsequently published a code of practice

aimed at employers, employees, and trade unions that clearly explains the rights,
responsibilities and obligations of the various parties - a code that is strictly
implemented in the hospitality industry and confirmed by the interviewees in the
current study.
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5.5 Gender-Related Obstacles to Female Career Progression in
the Irish Hospitality Industry and Identifying the Strategies
Used to Overcome these Obstacles

There is a considerable body of literature regarding the sexual division and
gender issues of labour in Britain, however, there is little written about the Irish
labour force in particular the Irish hospitality industry.

Cockburn (1991) postulated that many organisations today state in their job
advertisements that “we are an equal opportunities employer”. Yet, in reality the
practice behind such claims appear to be very different.

Price (1994)

hypothesised that, to date, very little progress has been made towards the
development of

equal

opportunities

policies

and

occupational segregation in the hospitality industry.

programmes to tackle
The interviewees in the

current study challenge this hypothesis and believe that progress in the
hospitality industry is steady but slow. They believe that policies, such as equal
opportunities have had a slow impact on organisational change. They indicated
that the hospitality industry is intent on implementing equal opportunity policies,
which should result in lower staff turnover, and provide females the opportunity of
advancement in the organisation which is often not the case currently.

In the current study, interviewees were asked to identify what obstacles impeded
their advancement and whether they viewed them as different to their male
counterparts.

The interviewees identified five key obstacles that encumbered

their career advancement. The current study identified that for an organisation to
be productive during times of recession and uncertainty, it is particularly
important to manage and utilise effectively the diverse talents and skills of the
entire workforce, including those who were traditionally “excluded” on the basis of
their gender.
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The first of the five obstacles identified in the current study was the additional
commitment

and

advancement.

dedication

required

which

would

contribute

to

career

The interviewees in the current study believed that as females, in

order for them to overcome this obstacle they had to be more committed and
dedicated than their male colleagues to advance their careers as they were more
prone to encounter the barrier of family responsibilities than their male
colleagues. They frequently cited an exclusionary organisational culture in their
workplace that does not support women’s advancement.

The interviewees

recognised prevailing stereotypes regarding women’s roles and abilities and a
lack of commitment on the part of senior leaders to ensure diversity.

The interviewees believe there is sufficient support at middle management for
flexible work schedules, however, many participants believe that the demands of
work and careers at a more senior level are starkly at odds with their commitment
to family and personal responsibilities, therefore, dedication and commitment are
essential to achieve career progression to a more senior role. This hypothesis
supports Ruddy’s proposition (1998) that commitment to career predicts
advancement.

The second obstacle identified by the interviewees possessing a hard work ethos
was not being recognised by employers, and this in turn, resulted in a lack of self
confidence.

Brownell (1994) and Ng and Pine’s (2003) findings hypothesised

that hard work and attitude were ranked among the top four facilitators which
were important to women’s career advancement.

This is consistent with the

current study where all of the interviewees recognised hard work as vital to their
career advancement.

They recognised that many organisations do not

strategically and objectively identify and develop talent.

Recognising these

biases towards women, the interviewees believe that to overcome this obstacle,
they must work harder than their male colleagues and

have the self

confidence/belief and correct attitude to proceed to the next level.
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The third obstacle identified was an organisations unwillingness to engage
females in additional responsibilities due to their lack of proficiency for the job and
a lack of belief in their abilities and their commitment to the organisation based on
their gender.

While all the interviewees believed that they were competent at

their jobs - they had the capability to perform activities associated with their
current position, they identified the hospitality industry as a very diverse
organisation. They concluded that when seeking career advancement to a more
senior position and to overcome this obstacle, they would be required to
determine the additional and essential competencies in order to progress. This is
applicable to all departments in the hospitality industry.

Ninety percent of the interviewees in the current study concluded that in order for
them to overcome this obstacle and for management to take them seriously and
consider them for a more senior position, they would have to show their
commitment to the organisation by investing in additional training where
necessary to take on additional roles and responsibilities in the organisation
which many of the interviewees believed was not the case for their male
counterparts.

Many interviewees have already invested time in additional extra

curricular studies to advance their position and gain competitive advantage in
achieving more senior positions in the organisation. This belief was held by both
married and single interviewees.

One of the interviewees hypothesised that the wrong person may get the job
because of their gender, rather than the correct person who has the skills to do
the job: “The position of Accommodation Manager went to my male colleague
who despite being a father had the ability to commit to the job as required”. This
re-confirms the stereotypical notion posited by Cross and Linehan (2006) that a
married male manager is viewed as an asset, while a woman in the same position
is a liability. In line with the already noted commitment, dedication, hard work and
self confidence, willingness to learn and take on additional responsibilities, the
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interviewees cited the need to be proficient in all aspects for the coveted senior
position: “I would like to gain an in-depth knowledge of how each area operates”.

Similarly,

Noe (1996) postulated that elements of development included

continually taking courses to improve skills, availing of organisational training
opportunities, moving jobs to gain knowledge and skills, networking, utilising a
mentor and emulating a role model which is the case of the interviewees in the
current study.

The findings in the current study also support Garavan et al.

(2006) who hypothesised that the accumulation of managerial competencies and
the breadth and depth of managerial experience is positively associated with
managerial advancement. The interviewees perceived that managers who rated
their managerial competency set to be higher and who reported a broader and
deeper set of functional experiences in the hospitality industry were more likely to
achieve advancement.
The fourth obstacle identified by the interviewees for career advancement was
the perception of a lack of people skills. People skills are an essential trait for
any manager, however, more importantly for female managers as identified in the
current study. As females are in a constant struggle to assert themselves in an
organisation and to succeed, they need to develop all essential skills to assist
them to advance in an organisation and gain the respect of their peers and
employees to overcome this obstacle. The important trait of knowing or finding
how to bring out the best in others in any situation was deemed essential.

The predominant managerial stereotype in the hospitality industry is male,
therefore, the interviewees believed that in order for them to advance to a more
senior level where they will be expected to lead, motivate and encourage a team,
they must hone their people skills in preparation. The interviewees in the current
study believe that people skills will give them the respect they require in a senior
management position, a trait they believe is taken for granted by their male
colleagues.
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The final obstacle identified was inadequate mentor support. Tharenou (2005)
postulated that mentor career support, not just the presence of a mentor,
comprises actions that facilitate female career advancement. The results of the
current study support previous research by Burt (1998) which indicated that
women may benefit more from mentor career support than men. Interestingly, in
the current study, sixteen of the twenty-one interviewees had experience of being
mentored.

Despite access to a mentor being an obstacle, females were more

likely to engage in mentoring than networking, acknowledging that it was a better
option for them to progress their career particularly when they had family
responsibilities.

It was further indicated in the current study that there was a distinct lack of
female mentors in the industry.

Ragins (1999) hypothesised that females

working with female mentors would translate most into advancement, perhaps
because women protegees gain from being sponsored, challenged and coached
by someone like themselves who has incurred the particular difficulties women
can face. The current interviewees hoped that as they progress into more senior
positions that they will be in the position to offer that mentoring support for junior
colleagues. Interestingly, the interviewees in the current study believe there is no
evidence to support the previous anecdotal evidence that male mentors are any
less supportive to females and that females do not advance in their career with a
male mentor as with a female mentor.

Future research would be required in

order to examine whether a female mentor’s career support, rather than a male
mentor’s, enhances a female protegee’s career advancement.

The gendered division of labour in the hospitality industry is clearly evident: men
occupy roles of higher status than women.

Interviewees in the current study

were explicit about their desire for a career in senior management.

All of the

interviewees were employed in either middle or senior management positions.
Interviewees believe that by rebelling against the norms of gender roles would
not only make one feel uncomfortable, but also undoubtedly job prospects would
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be at risk.

It appears, therefore that, to be considered effective at work and

suitable for promotion, efficiency and ability alone are insufficient for female
employees as evidenced in the current study. In addition to being efficient and
having ability, the interviewees identified other key obstacles which they had to
overcome to achieve the success of a more senior role in their hospitality
organisation.

5.5.1 Male versus Female Leadership Style in the Hospitality
Industry

There has been a paucity of research in the hospitality industry examining the
experience of male and female employees reporting to senior female managers.
The current study identifies its importance and two thirds of the interviewees
stated that they had at some stage of their career worked for a senior female
manager.

Oh (2007) hypothesised that female managers are expected to be kind and
caring, regardless of their personality or career or job. Eagly et al. (2002) further
hypothesised that this places a double standard on women who are managers as
they attempt to occupy “leader” and “feminine” roles simultaneously. The job of
being a manager itself does not require exhibitions of kindness, caring and deep
concern for others.

Indeed, very often a manager has to be tough and make

difficult decisions. Managers who are women have the same responsibilities and
goals as their male counterparts - yet these traits (kindness, caring, and
compassion) are not demanded of their male peers.

Fourteen of the current interviewees had experience of working for a senior
female manager and they all confirmed that they found them “as tough if not
tougher than working for a male manager”. Previous investigations by Eagly and
Karau (2002) have suggested that men and women often possess differences in
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managerial style that, if present, could have some effect on subordinates’ work
experiences and related outcomes.

The interviewees in the current study

perceived that female managers often adopt a male managerial style and similar
to working for a male manager, they had to prove their dedication to the job and
their commitment to succeed, more so than their male colleagues.

Those

employees in the current study that have since advanced to a senior managerial
role have confirmed that they too have adopted a similar management style to
their previous male managers.

Many of the interviewees concurred with Oh

(2007) noting that in addition to exuding male managerial characteristics, they
were also expected to show a more considerate and caring nature. They believe
that they are dependent on an organisational culture that develops practices and
policies that support their career development and aspirations and ultimately
where they are judged on their merits and on similar standards and values to
their male colleagues which will be reviewed in the following section. It is often
difficult to reconcile the soft qualities and compassion expected of women with
the management qualities of dominance and perseverance.
leadership

demonstrates

these

required

behaviours

of

Transformational
nurturance

(a

stereotypically feminine trait) and aggression (a stereotypically masculine trait).

Powell et al. (2008) hypothesised that there is evidence to support a new female
advantage in leadership when women demonstrate transformational leadership
behaviour. In contrast to transformational leadership, transactional leadership is
focused on clarifying the responsibilities of subordinates and then evaluating how
successfully subordinates carry out those responsibilities.
posited

that

characteristics.

this

is

more

closely

linked

with

Powell et al. (2008)

stereotypical

masculine

Eagley et al. (2002) further hypothesised that women in the

hospitality industry, compared to men, have faced greater barriers when entering
leadership roles and are often unfavourably evaluated if they espouse more
"masculine" traits in order to be successful in leadership roles.
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Two of the interviewees in the current study who held senior management
positions confirmed that they employed the transformational leadership style and
believed that they enjoyed a more positive job experience, experiencing higher
levels of health and well-being, higher levels of social support for work-related
problems, less work family conflict and higher levels of productivity. One of the
interviewees held a General Manager position and had operated under a more
transactional style leadership in her previous role as Deputy, however, since
taking on her present position has adopted a different style, believing it yields her
greater results.

She compared her style to “mothering staff”, however, getting

the result she wants. The other interviewee, a Director of Sales, has adopted a
similar style of transformational leadership and applies her style to both her staff
and the relationships she has with her customers, nurturing the relationships and
being aggressive enough to get the required results.

Three of the other

interviewees in senior management positions believed they had adopted a more
male leadership style of operation. They believed that many factors may have
lead to them adopting this style, for example, coming up through the ranks in a
male-dominated environment, currently working in a male dominant environment
and additionally, they cited that none of them had any children which they believe
may be a reason why they do not have that nurturing factor. Regardless of their
style of leadership, they had all achieved their desired position and were effective
at their job.

The current research findings support David’s (1995) who posited that some
women would use a different leadership style than men and a different style can
be a plus in the dynamic organisational world of this century.

There is no

evidence in the current study that one style of leadership is more effective over
another.

The results of the current study, however, illustrate that in today’s

organisations and specifically in the hospitality industry, flexibility, teamwork,
trust, and information

sharing are replacing rigid structures, competitive

individualism, control, and secrecy.

The interviewees perceived that the best
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managers listen, motivate, and provide support to their people and many women
seem to do those things better than men.
Interviewees in the current study who aspire to a senior management position in
the future, believe that their advancement and the growth in the number of
female managers in the hospitality industry will largely depend on the level of
support from their organisations in assisting them achieve their goals.

In the

current study, female managers have had varying levels of success dependent
on their managerial style. They have confirmed that their managerial style has
been strongly influenced by the senior team in their organisation and their
mentor.

There is no consistency in the managerial styles experienced by

interviewees in the current study.

Some of the interviewees in senior

management positions in the current study cited that they continue to exhibit a
male leadership style and impose it on their female colleagues, whilst others
advocated a more transformational style.

Those interviewees who cited they

imposed a male leadership style on their female colleagues believed they did so
by impressing complex work situations which makes it difficult for them to engage
in networking, avail of mentors and in some instances discriminate against them.
They do this despite having encountered the same difficulties in their own career
advancement in the hospitality industry. They believe that by commanding these
barriers, it ultimately leads to a more dedicated, hardworking, knowledgeable
manager, committed to a long term position in the company, a position that is not
taken lightly and is respected due to the lengths it has taken to achieve it.

Interviewees believe that they would be showing favouritism and leniency to
women if they managed any differently. All but two of the interviewees indicated,
however, that they apply the same rules across the board, to both males and
females. There was the perception when they were coming up through the ranks
that women had to work harder than their male colleagues to achieve success,
which, in turn, has resulted in them applying the same conditions to those
wishing to succeed.
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More detailed analysis on female and male managerial styles is recommended to
establish the influences on female success and advancement in the organisation
and their relationships with both their colleagues, male and female.

5.6

Organisational

Culture

in

the

Hospitality

Industry:

Implications for Female Career Development

The literature on organisational culture and its relationship with corporate
performance is rich and diverse.

In order to gain competitive advantage,

organisations must determine the relationship between HR practices and
company performance. Ogbonna and Harris (2002) hypothesised that managers
are continuing to engage in planned cultural interventions to improve policies and
culture in organisations. They postulated that managing organisational culture is
one of the most popular forms of managerial intervention, concluding that over 90
per cent of organisations engage in planned cultural change.

They are

identifying the importance of selecting people who “fit” in the organisational
culture and climate of the company.

The current study attempts to briefly describe and analyse organisational culture
in the Irish hospitality industry.

The study combines established scales of

hospitality culture and climate in order to assess a candidate’s fit to the
organisation.

Ideally, these people would be more hospitality service oriented

and could foster the “spirit of hospitality” through the organisation and thus, pass
this on to the customer.

Hiring the right people will also lead to increased

organisational commitment, consequently, reducing turnover levels. This, in turn,
should lead to higher service levels, increased customer satisfaction, and loyalty.

The current study briefly explores the relationship between organisational culture
and the performance of managers in the hospitality industry and reviews its
implications for female career development.
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It is evident that there is an organisational culture in each business sector,
including the hospitality industry which provides an overview of the culture in the
organisation and how it impacts on the day to day operation as well as in the
recruitment and retention of staff. There is a dearth of available literature specific
to organisational culture in the Irish hospitality industry, however, there is a
profusion of general literature available referring to the effects of culture and
conflict in organisations from which one can draw reference from. The current
study takes a brief look at the function of culture in the hospitality industry, the
influence that culture has on organisational relations, and the importance of
having a solid culture in the organisation to assist females with their career
development.

Dawson and Abbott (2009) hypothesised that in a world evermore characterised
by the globalisation of product markets, the importance of human capital as a
resource that can potentially provide a competitive advantage has become more
impossible to deny. They further cited that because an organisation’s employees
are integral to its success, researchers interested in managing human capital
have increasingly focused on an organisation’s human resources practices as
the levers through which firms can build the human capital that makes up
resources and capabilities.

According to Wright and Kehoe (2007), human

resources practices are related to an organisations performance and have been
well-documented. Organisational culture varies from industry to industry and the
interviewees identified a culture specific to the hospitality industry, which has
impacted on their progression to date.

The culture of a large, for-profit

corporation is quite different than that of a hospital which is quite different from
that that of a hotel.

The following are six key factors that contribute to an organisations culture
irrespective of industry and which shall be reviewed in the context of the current
study and how they have impacted on the interviewees career development to
date:
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1. Stories
2. Rituals and Routines
3. Organisational Structure
4. Symbols
5. Control Systems
6. Power Structures

* Stories - this relates to who and what the company chooses to immortalise. It
says a great deal about what it values, and perceives as great behavior. The
hospitality industry is a relatively small industry in Ireland and staff move quite
frequently in the industry.

One’s reputation in the hospitality industry is very

important in order to attract and maintain key personnel.

In the current study,

employees indicated that the hospitality industry promotes itself as an equal
opportunities employer which is very often not the case from their own
experiences.

Interviewees that succeed in the organisation to achieve their

desired position are frequently in a situation of changing the organisation culture
in the hospitality industry ensuring that hotels become compliant on equality for
the upcoming generation of female managers.

* Rituals and Routines - this part of organisational culture is what determines
what is expected to happen in given situations, and what is valued by
management. It is key to the culture in the hospitality industry which is a service
and customer focused industry.
Managerial and leadership style would be an important part of this process,
already identified in section 5.5.1.

In addition, there is working culture of long hours in the hospitality industry, not
typical office hours of 9.00am-5.00pm, Monday-Friday.

This is anticipated

behavior in the hospitality industry and is deemed normal and acceptable.
Sixteen of the interviewees identified long hours as part of their organisational
culture and in order to progress, employees have to be seen to accept and work

208

such hours. It is a culture which has long impacted on female career progression
in the hospitality industry due to work-life balance issues.

Women have long

struggled with balancing a career and family commitments. As previously noted
in section 4.4.2 many of the married interviewees in senior management
positions cited that they have put having a family on hold due to their
commitment of advancing their careers and working the long hours associated
with doing so.

Certain interviewees in middle management also cited putting

their careers on hold due to family commitments. They cited the lack of flexibility
in their working arrangements and hours as incompatible to family and career
advancement.

They believe that their organisations should support them in

career planning, a relatively new concept in the hospitality industry and one that
is gaining credence. They believed their career planning would falter and they
would face significant career obstacles due to the incompatibility of rearing
children and working the long hours associated with working in a senior
management position.

The interviewees in the current study believed that

organisations needed to re-evaluate their career strategies for female employees
and incorporate them into the overall organisational policies of the company to
ensure that female managers achieve their true potential and their desired senior
management positions whilst achieving a work life balance.

* Symbols - this is a very important element of organisational culture in the
hospitality industry as hotels have an image to maintain based on their
classification and likewise customers have preconceived ideas on what is
expected at a particular grade of hotel.

The visual representations of the hotel industry, including logos, the plushness of
the hotels, and the formal or informal dress codes are all essential parts to their
overall culture.

Interviewees in the current study expressed the view that they

would prefer to work for a chain hotel as there is a perception of more structure,
more opportunities and a belief that they operate a more professional and
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polished structure and service enabling them achieve their desired goals of
advancement.

* Organisational Structure - hotels usually select quite simple, un-complicated
organisational structures, however, there are often unwritten lines of power due
in part to the hospitality industry being a male-dominated industry. Many of the
interviewees in the current study identified that in their organisations men hold
the power and females work hard to advance up the corporate ladder. With more
females achieving senior management positions in the hotel industry, there is an
opportunity for hotels to re-structure and amend their organisational culture,
seeking the right ‘fit’ for future senior positions.

* Control Systems - these are a key part of any organisations culture, giving
structure to how an organisation functions.

These include financial systems,

quality systems, and rewards (including the way they are measured and
distributed in the organisation). The hospitality industry has come a long way in
implementing systems over the last number of years, to include human resource
(recruitment,

retention,

contracts,

mentoring,

reviews,

job

chats

and

communication), financial (accountancy procedures, stock takes, purchasing),
quality systems (recycling, linen re-use, hazardous waste control, paperless) to
name but a few. There is a perception by the interviewees in the current study
that if an organisation possesses such systems, primarily in the HR function that
it is an organisation worth being part of as there is an opportunity to advance in
the organisation due to its structure.

* Power Structures - this varies from organisation to organisation and may
involve one or two key senior executives, a whole group of executives, or even a
department. The key is that these people have the greatest amount of influence
on decisions, operations, and strategic direction.

The hospitality industry has

many different structures. In the current study some of the interviewees cited a
power struggle at the top. One interviewee cited working in a completely male-
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dominated organisation, believing that this structure will never afford her the
opportunity of advancement.

Another interviewee cited being passed over in

favor of a male for a senior job promotion, with no candidate being more qualified
than her. Not all interviewees had such negative experiences, many worked in
organisations with senior male managers who mentored and supported them in
their career choices and advancement.

Interviewees in the current study support Willcoxson et al. (2000) hypothesis that
organisational culture and all its varying facets are key to the success of an
organisation. The interviewees identified that a positive management style which
impacts all areas of an organisations culture, as cited in section 4.6 was crucial
to female retention and advancement in the hospitality industry.

They further

believed a good organisational culture will ultimately have a positive effect as it
will benefit the business through lower staff turnover, greater employee
satisfaction resulting in a more skilled and loyal workforce enabling employees
achieve their aspirations of advancement.

The majority of employees in the

current study had positive management experiences to take them to their present
positions and believed that they would benefit from the management style in their
current place of employment which would enable them to further progress their
career.

The majority of the women in the current study had positive management
experiences in the workplace, however, five cited that lack of management
practice in the organisations of which they were part, has curtailed their
advancement in the hospitality industry.

The evidence in the current study illustrates that women are now in a majority in
the hospitality industry and employers will find it increasingly difficult to ignore
women's abilities or discount their potential, hence there should be an increase in
the number of females advancing to more senior positions over the coming
years. Employers who want to build a competitive advantage can do so now by
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re-examining their organisational culture and policies to assure that they are not
squandering their talent pool.

The challenge lies in employers taking a truly

objective look at their organisational culture and determining whether it needs an
overhaul to bringing about change. The following section examines additional
factors identified by the interviewees which could cause them to leave the
hospitality industry.

5.6.1 Factors Impacting on Employee Retention in the Hospitality
Industry

Reynolds et al. (2004) postulated that current practice in many organisational
settings suggest that high retention ratios result from positive work environments.
Hay (2009) by contrast hypothesised that the hospitality industry has a long way
to go to redeem its reputation of long hours, low pay, insufficient training,
however, it is slowly making amends in today’s environment which will ultimately
have the desired effects.

Current trends in the hospitality industry show a 25

percent employee turnover, ITIC (2009).

One of the purposes of this study was to determine the factors that most
significantly influence employees’ decisions to remain employed at a particular
organisation and possible reasons for choosing to leave. In addition, the study
sought to describe the importance of retaining female employees and developing
strategies to enhance female

employee

retention

practices

and

career

advancement.

The interviewees in the current study cited that should any of the following
conditions change or deteriorate in their organisation (work-life balance policies,
pay inequality, promotional opportunities, male-dominated culture, and lack of
senior management support); they would be forced to consider their positions in
the hospitality industry.

Work-life balance has been a key barrier to female
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career advancement, as identified by the current interviewees in section 4.4.2.
They highlighted a distinct lack of formal work life balance initiatives in the
hospitality industry, however, they had experience of informal agreements in
place with their employers.

They believed that ideally the hospitality industry

should recognise and implement formal procedures which would maintain a
stronger workforce and reduce turnover.

Only one employee had experience of pay inequality and had subsequently
moved organisations.
move again.

She had cited that a re-occurrence would force her to

Promotional opportunities were a key issue for retention of

interviewees in the current study. There was a general consensus that they had
to work harder and smarter than their male colleagues in order to get and stay
ahead.

Many of the interviewees in middle management positions have

suspended their career as they believed they were not in a position to avail of
these opportunities, however, once family commitments had lessened, they
would do all in their power to overcome the barriers to advancement and ensure
that they were visible and available for promotional opportunities in the
organisation. There was a general consensus from the interviewees that if they
were overlooked for promotions in the organisation, they would have to seriously
consider their position in the company.

Some of the interviewees identified their organisations as male-dominated,
however, they had worked hard to prove their dedication and commitment to the
organisation which had mostly paid dividends allowing them to advance their
careers.

One of the interviewees, in her present position, had cited that she needed to
move from her organisation if she were to advance her career due to an oldfashioned, male-dominated management network in her present organisation.
Interviewees also cited lack of management support as a deterrent to advancing
their careers.

They believed once they had the support of the senior
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management team they would be in a position to advance and control their
career moves in line with the organisations goals. The current research results
support Abbasi and Hollman (2000) who concluded that employees would
choose to leave the organisation as a result of one of the following factors:
salary, lack of challenge and opportunities in one’s position, and the inability to
advance in one’s career. Other factors identified by interviewees in the current
study include lack of recognition, ineffective leadership, and a work environment
that lacked teamwork.

It has been identified in the current study that insufficient organisational policies
or poorly implemented policies has cause to force employees to re-think their
present positions and identify other organisations who share their goals and
values. Abbasi and Hollman (2000) hypothesised that the impact of excessive
employee turnover often engenders far-reaching consequences and, at the
extreme, may jeopardise efforts to attain organisational objectives.

Interviewees believed that organisations should identify their key female
employees for advancement in order for the hospitality industry to move fully into
the 21®^ century. The interviewees believed that there is a requirement by the
hospitality industry to address the requirements of female employees in respect
of their career and family commitments. They need to make a commitment to
continuously meet the expectations and needs of these employees and assist
them in their quest for career development and advancement. The interviewees
in the current study cited that through these proactive efforts that an organisation
would ultimately reduce the likelihood of losing female employees.

As evidenced throughout this research, the hospitality industry has traditionally
been a male-dominated industry, however, the number of female employees in
the organisation today far exceeds their male colleagues.

The females in the

current study have identified that it is their own responsibility to advance their
careers and they must be proactive in their choices. They do, however, need to
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be cognisant of not imposing their adopted male leadership style on their female
colleagues coming up through the ranks to enable a consistent change in ‘how
things are done’.

5.6.2 Career Development Programmes in the Irish Hospitality
Industry

In recent years, the hospitality industry has become more sophisticated with a
greater emphasis on specialised training. Demand is increasing for people with
special skills obtained in third-level institutions. Education programmes range in
length from a few months to several years. An important consideration is the type
of career development programmes in these organisations which help to retain
those skilled employees as they proceed and wish to advance their careers. ITIC
(2007) postulated that the rate of employee turnover in the hospitality industry is
significantly high, standing at twenty five percent.

Emenheiser et at. (1998)

supported this view and confirmed that many employees were likely to leave the
sector due to a number of reasons, one specifically being lack of career
development opportunities in the industry.

Boardman et al. (2008) hypothesised that branded hotels were more likely to
implement career development programmes for employees who wish to further
their career paths. He postulated that this will create a positive effect on career
ambition, professional commitment, and prestige.

In the current study, eleven

interviewees had experience of career development programmes in their present
organisation.

The interviewees in the current study hypothesised that career development
programmes had a significant impact on their decision to stay with one
organisation.

They believed that knowing their own goals as well as the

company’s goals were being met was important. These interviewees had varying
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perceptions on the impact of career development programmes in the industry
ranging from retaining good employees, reducing staff turnover, and in turn,
reducing recruitment costs. Those interviewees in the current study who had no
experience of a career development programme in their organisations supported
the views of Bonn and Forbringer (1992) and Emenheiser et al. (1998) who
suggested that it was a deciding factor in their reason to move from a particular
organisation in order to meet and achieve their goal of career advancement.
Interestingly, six of these ten interviewees worked in independent hotels which
further support the view that branded hotels are more likely to implement career
development programmes rather than non-branded or independent hotels. More
support is required in the industry to advance the independent hotels to a level
playing field.

Interviewees in the current study support Kirkman et al. (2000) who hypothesised
that there are many opportunities for organisations to implement career
development strategies in their current set-up in order to retain a good pool of
talented employees.

They believed that organisations providing career

development programmes can largely satisfy the career requirements of their
own top level personnel, and thus motivate them better, in line with the goals of
their organisation. As illustrated in the current study, many hotels have human
resource management departments which are clearly employee-focussed. More
than half of the interviewees identified career development programmes in their
organisations which they believed have been instrumental in advancing their
careers to date.

The remaining interviewees cited a distinct lack of career

progression, either too slow or non-existent compared to those organisations
which has such policies and processes in place.

Interviewees believed that organisations in the hospitality industry need to
identify more clearly with career development programmes and evaluate the
implications they have on their businesses.

Interviewees in the current study

also identified the presence of career planning in the hospitality industry.
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however, they cited that organisations need to focus on not just the planning
phase, but on, the implementation and development of these strategies in the
organisation.

They believed that organisations often fell short in carrying out

career plans. The hospitality industry has struggled in recent times to maintain
its competitiveness in the employment market against other industries with the
capacity to offer higher wages and other benefits. The hospitality industry, has
like most businesses in Ireland, over the last decade suffered a shortage of
qualified, key personnel, including managers. As a result some personnel have
progressed quickly through the supervisory and management ranks to fill gaps in
the management structure, whilst risking the success of the organisation as they
have been performing without the necessary skills for their jobs.

The

interviewees suggested that more time is needed in the lower ranks of
management undergoing well-planned career development programmes in order
to prepare for top management jobs.

All personnel, aspiring to a senior

management position should be afforded training to support their decision to
advance in the industry.

In conclusion, it can be suggested that the hospitality industry should increase
the share of their budget for career development as they will see the benefit long
term.

They need to acknowledge the issues of personal and professional

development to maintain the flow of highly skilled workers into the industry.
Organisations have a role to play in managing the career commitment, motivation
and development of managers. By empowering managers and encouraging self
development, organisations can help mangers grow professionally in the
organisations. Organisationally provided career development activities can help
managers achieve greater career maturity and commitment.
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5.7

Summary

The current study highlights a number of important implications for female career
progression in the Irish hospitality industry. Much of the research in this current
study has shown that female managers have developed measures to overcome
the highlighted barriers to their career progression.

Positive outcomes

experienced as a result of mentoring, strong family support and networking have
lead to career development and improved leadership skills, which ultimately
benefited the employees. Barriers such as the glass ceiling, however, are still
prevalent for female managers.

The current study reveals a number of barriers perceived by females in hindering
their career advancement in the hospitality industry.

These barriers are created

by the relationship between organisational culture, policies and attitudes, which
collide with the career phase where women have young children.

Work-life

balance is an issue for those interviewees with family responsibilities and
commitments.

In order for organisations to address the shortage of female

senior managers in the hospitality industry, organisations clearly need to address
the issue of work life balance at the more senior level.

In terms of networking, the findings reveal that visibility is essential to attaining
promotion.

The current study highlighted that formal networking was more

important for some roles in the hospitality industry. Networking is perceived to be
essential if one wants to advance from middle management to senior
management, however, interviewees believing that visibility is key and whether it
is formal or informal networking, it was concluded that “one needs to be out
there”, be seen and more importantly be in people’s minds when the opportunity
for advancement arises.

218

The findings suggest that the female interviewees will engage, where possible, in
networking opportunities, however, sometimes family responsibilities hinder their
attendance at some unsocial hours networking events. As an alternative, some
interviewees have decided to focus on mentoring as it does not take up as much
time as networking.

The findings also highlight that mentoring is well established in the hospitality
industry with interviewees acknowledging the effectiveness of mentoring for their
career advancement. Internal mentors in the organisation were deemed effective
for advancement from middle management to senior management positions,
however, once one aspired to a more senior, group role, it was suggested that
one should look to an external mentor to assist them achieve their desired
promotion.

Interestingly, all of the interviewees except one worked with male

mentors, however, many now found themselves as mentors in their own
organisations.

The findings further suggested that while mentoring was

perceived positively in the current study, it could be perceived as a barrier should
it not be available at the early stages of one’s career.

It was see to promote

loyalty in the organisation and helped organisations retain good employees and
develop good managers.

Finally, the current study identifies gender discrimination as a barrier which is
common in the hospitality industry and this is evidenced by the number of males
in dominant positions. While the majority of the interviewees held stereotypical
female roles, there were a number who aspired to the more male-dominated role
and they did not allow “anything” deter them on their path to success. These
interviewees cited networking and mentoring relationships as vital in assisting
them meet their challenge.

Despite the personal sacrifices the interviewees in the current study have made
and the barriers they have encountered, many of the female mangers have made
decisions to advance their careers. The majority of the female managers in this
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research still aspire to senior management positions and are in no doubt that
they will achieve this level. They believe, however, that their advancement will
largely depend on the level of support from their organisations in assisting them
achieve their goal.

The hospitality industry needs to develop practices and

policies that support the career development and aspirations of females in
creating a culture where they are judged on their merits, and not their gender.
Hospitality organisations are now reviewing their policies and the interviewees
are seeing the benefits of the efforts being made. Organisations in the current
climate, and in the current study, are seeing a transition in the industry with more
highly qualified females entering the industry, often with better qualifications than
their male colleagues.

The interviewees concluded that letting talent rise

regardless of where it is found is key to any business success.

The final chapter amalgamates the findings of the current study together. It aims
to propose some practical recommendations for the Irish hospitality industry and
its education programmes as-well as highlighting an agenda for future research.
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Chapter 6: Conclusions

6.0 Introduction

As outlined in Chapter One, the aim of this study was to address and attempt to
provide answers to - why there so few women holding senior management
positions in the Irish hospitality industry. In an effort to contribute to the literature
on the area of women in senior management positions, qualitative research
methodology was utilised in this study.

The researcher set a series of

interviewee questions, in an attempt to provide new insights into the barriers
impeding female career progression to senior management positions.

This

methodology resulted in new contributions which are the main focus of this
chapter.

Female interviewees in the current study identified a number of barriers to their
career progression within the Irish hospitality industry.

Analysis of the data

gathered from the women in this study highlights the glass ceiling and the
associated barriers experienced by women and implications on their career
progression.

These factors in conjunction with gender issues have had a

significant impact on female career decisions to date.

Many factors have an impact on the decisions women are making about their
career progression. These factors and the findings in the current study highlight
how they can negatively effect the career progression of female managers.
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thereby directly affecting their decisions about their career advancement. Such
factors include education, work-life balance, networking and mentoring.

In addition, the relationship between female education and their career
progression in the hospitality industry has been highlighted in the findings and
has resulted in a new contribution to the literature on female career development.
These findings are presented and summarised in this chapter.

The chapter

culminates with the limitations of the research, proposes some recommendations
for the Irish hospitality industry and higher education programmes for the
hospitality industry.

This chapter also presents recommendations for future

research and a final conclusion to the study is included.

6.1 Organisational Factors in the Irish Hospitality industry and
the Obstacles Associated with Female Career Advancement

The findings of this study highlight the glass ceiling and the associated obstacles
which have impacted on the female graduates decisions to advance their
careers.

Chapters Four and Five highlighted a number of organisationally

determined and maintained obstacles which the graduates faced in their careers
such as work-life balance policies, organisational policies and mentoring. These
factors are specifically related to women as their male counterparts do not have
to overcome such obstacles. From the graduate’s perspective, the existence of
these organisational factors negatively impacted on their decisions about their
career progression in the Irish hospitality sector.
The first organisational barrier highlighted was work-life balance which was a
significant

issue

commitments.

for those

interviewees

with

family

responsibilities

and

In order for organisations to address the shortage of female

senior managers in the hospitality industry, organisations clearly need to address
the issue of work-life balance at the more senior level. Work-life balance was
raised by the respondents as a significant issue facing them in their careers and
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one which organisations have a degree of control over, as they can provide worklife balance polices for employees.

Interestingly, the findings in this study

establish that while some organisations provide work-life balance polices,
organisational culture often dictates that it is not appropriate for those in senior
management to avail of these policies. Interviewees recognised that they were
able to avail of work-life balance in middle management positions, however, once
they took the next step to advance to a more senior role, whilst, the policies were
in place, it was largely not acceptable for them to avail of these arrangements.
Those in senior positions believed that they had to be equal to their male
counterparts and would not look for special treatment, which for many resulted in
making the decision to put having a family on hold either temporarily or
permanently in order to maintain or achieve this next position.

Interviewees

believed that both males and females in the organisation should be encouraged
to avail of work-life balance policies, enabling females balance both career and
family without one having a negative impact on the other. Organisations cannot
be seen to discriminate by offering these policies uniquely to females to enable
them achieve senior management positions. By making them available to both
sexes, the likelihood is that it is only females that wish to avail of them, however,
they have already identified that females will not avail of these policies for dear of
being overlooked for promotion.

It is clear from this study that the extent of balancing both work and career for
women, in order to meet the demands of their career and their family is resulting
in women re-evaluating their career aspirations against the reality of their daily
lives.

While the extant literature indicates the negative impact of family on female
career progression, the findings in this study, provides persuasive evidence from
the interviewees which establishes that once their children were more advanced
and grown up, they aspired to a more senior role in the industry and hoped to
continue to avail of the flexible working arrangements currently available in their
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middle management position and still maintain a good work-life balance. They
believed that family commitments would decline when their children became
older, allowing them to pursue their careers and ultimately a more senior role.
The interviewees in the current study without children argued that because they
had seen the career difficulties associated with their female colleagues having
children, that they would need to pursue their careers actively in the short term to
advance their position, knowing that work-life balance policies within their
organisation would not support their desire to have both a family and a senior
position.

It is one area therefore, that is of key importance to the hospitality industry, one
which should be addressed by organisations to ensure that they are being fair to
their employees in enabling them avail of work-life balance policies in the
organisation and not just paying ‘lip service’ to them. Work-life balance policies
should have positive implications for the hospitality industry and should see a
marked increase in the commitment of female managers to the organisation
resulting in a more highly skilled, dedicated and committed workforce.

The second organisational factor highlighted in the current study and linked
closely to the previous factor discussed above, which has impacted on the
female interviewees’ career progression is that of organisational policies, for
example human resource policies. Interestingly, the findings highlight that lack of
‘family friendly policies’ and lack of transparency in recruitment, selection and
promotion is crucial to promotions within an organisation.

While many cited

strong organisational policies in the workplace and the flexibility to manage work
and family commitments, there was still a very strong sense that the policies
were only relevant to those in middle management positions. The interviewees
believed that they would not be as flexible at a more senior level, hence impeding
their career advancement. One of the interviewees believed that she was by
passed for promotion due to having a family whilst her male colleague who
attained the position also had a family, however, this was perceived as making
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him a more a stable employee within the organisation. Many of the interviewees
with family responsibilities also believed that they were excluded from informal
networks again due to their inability to combine networking and family
responsibilities, thus enabling their male colleagues to be more active in the
workplace and networking circle.

Interviewees in the current study did not

foresee much change in human resource policies, and therefore, believed that
the hospitality industry should review their HR and family friendly policies to
ensure they are providing equality in the workplace and opportunities to their
female manager’s to progress to more senior positions in the organisation.

The third organisational factor highlighted from the research findings is
mentoring. Interviewees believed that while networking was important to career
progression, mentoring was more suited to their circumstances and offered
opportunities of career progression and advancement.

The interviewees

confirmed that there was a distinct lack of female mentors in the hospitality
industry and all interviewees, except one, had a male mentor.

Interviewees had no issue with having a male mentor and believed that it had
enabled them to achieve much of their success to date. Much of the literature,
however, shows that women are unwilling to adopt the role of mentoring within
their organisation.

While many of the interviewees in the current study had

worked for a female manager, they perceived that they were tougher on them
than their male colleagues and showed little in the way of mentoring. Instead,
the interviewees in the current study believed that they had to prove their
dedication and drive to succeed. Some of the interviewees had carried this over
to their present positions and they now have the same expectations of female
employees. Contrary to previous literature, however, there are important findings
in the current study that show that female interviewees are more willing to
engage in mentoring and hence, nine of the interviewees in senior management
positions are now involved in mentoring roles in their current organisation, thus
breaking the cycle of male only mentors.

They believe that mentoring is an
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important role to undertake and one that is important to the growth of women in
senior positions in the organisation. They perceive mentoring as helping raise
the profile of women in the industry which should help strengthen their case for
attaining and maintaining more senior positions in the industry. Whilst they may
still impose high expectations on up-coming female managers, they believe that
by mentoring them, they are being positive in encouraging them into the more
senior management ranks.

In addition, the interviewees suggested that the

industry could provide for seminars with female executives from the industry to
learn how they advanced and balanced career and family, especially to
“encourage women to mentor other women.”

From the graduate’s perspective, organisational policies which are supportive of
women being active contributors in all spheres of their lives are necessary
requirements for enabling this desired integration.

Organisations that create

work environments that do not disadvantage women wanting to lead integrated
lives will clearly have a competitive edge in keeping their most talented
employees. Organisational need to ensure that these policies are not perceived
by females as paying ‘lip service’.

Should a female wish to avail of these

policies, they should be encouraged and shown that they are being afforded the
same

promotional

opportunities

as

their

male

counterparts

within

the

organisation and not discriminated against on the grounds of balancing work and
home life.

The study has focused on the key underlying processes that are seen to be
critical for understanding the barriers to the current graduates and women’s
career advancement in the hospitality industry, however, there are other
organisational factors that must be considered, such as top management
support, and the history of the organisation with regard to gender. Some of these
other factors may interact with the underlying processes, and must be considered
before the implementation of a new human resource initiatives.
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6.2 Hospitality Education and Its Significance for the Career
Progression of Female Hospitality Managers

Previous literature cited a high drop out rate from hospitality employment in
Ireland, in particular among females. Whilst all interviewees in the current study
are still employed in the hospitality industry, it is a concern that many of the
female graduates in the current study are not progressing to senior management
positions in the industry because of unfulfilled expectations. The current study
illustrates that there are significant gaps between industry expectations and the
skills that are most valuable to graduates entering the industry. These results
suggest that students and academics are investing time and effort in developing
conceptual and analytical skills that will not, at least immediately, be valued by
employers of hospitality graduates.

In response, the current study suggests a

number of strategies for re-focusing hospitality curriculum, ensuring better
learning outcomes for students of hospitality management, and ensuring that
female graduates are afforded the opportunity to advance past the middle
management stage of their career, thus, maximising retention of female
graduates once they are in the industry. Most of these strategies rely on greater
co-operation between education providers and industry to design educational
curriculum, undergraduate industry experience programmes, and graduate
internships that challenge participants and maximise the learning that can be
gained through the synergies of a collaborative industry-education approach. It
can be suggested that providing classroom sessions with practical experiences,
highlighting networking, and discussions of barriers facing women and should
prepare women in ways to overcome these barriers.

Formal qualifications are important for the career development of contemporary
senior hospitality managers in Ireland.

All interviewees held a third level

qualification in hospitality management and the consensus was that formal
qualifications were an integral aspect of a hotel manager’s career development.
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It has been established that formal qualifications do facilitate career moves
between companies and allow qualified managers to “fast-track” to senior
management

positions.

The

consensus

from

the

research

was

that

developments within the industry were encouraging a more focused business
perspective in the role of today’s hotel senior management team.

Formal

qualifications were perceived as a highly beneficial method of developing those
functional managerial skills required, particularly in areas such as sales and
marketing, revenue, finance, HR and strategic management.

The importance of food and beverage positions is of far less importance than it
has previously been during the career development stages of these managers in
the current study. It must be taken into account that this study was designed to
examine the career development of current female managers, some of which
entered the industry between 10 and 20 years ago.

After twenty-years there

have been substantial changes within the industry, the existing move being
towards a more business perspective in the role of senior manager.

The old “established” career path of hotel general manager through food and
beverage functions and deputy/assistant managerial positions is no longer
perceived as the only career path.

Now, there are more general management

positional opportunities stemming for sales/revenue roles within the organisation.

It is clear that the third-level education provided to the graduates in the current
study from 1994, 1999 and 2000 was inconsistent with the hospitality industry
demands. From the graduate’s perspective, they believed that there needed to
be a reduction in the traditional skills within the course curriculum, in favour of
more business-orientated subjects to better prepare graduates for the current
environment and give them the necessary skills to advance their careers within
the industry.
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The conclusions from this research present implications for educationalists trying
to meet the needs of the industry in developing effective managers and for
individuals developing their careers.

It is apparent that individuals can

successfully achieve general manager positions without formal qualifications;
however, the results from this study indicate that formal qualifications are now
the starting point for many managers within the hospitality industry.

It is clear

that third-level qualifications facilitate career moves between companies and
allow qualified managers to progress more rapidly up the career ladder. As the
industry demands more operationally skilled, yet business orientated managers,
an appropriate balance must be established in the effective development of
future managers for the benefit of the industry.

While third level hospitality

education programmes move towards more business orientated subjects the
benefits of a structured work placement period within the curriculum should be
reinforced. From the graduates perspective more emphasis must be placed on
hospitality course curricula that develop the functional managerial skills required
by today’s senior hotel managers while complimented by the development of
operational and personal skills through practical work experience. The overall
recognition and perceived benefits of formal qualifications by both qualified and
unqualified managers highlight a positive change in attitude towards the
acceptance of third-level qualifications within the hospitality industry.

For

recruiters and employers it can be suggested that the positive attitudes of current
managers will considerably benefit formally qualified future graduates, who will
be increasingly accepted at higher levels of entry onto the management career
ladder.

With this newly acknowledged respect within the industry for graduates, research
findings in the current study indicate that educators need to place an emphasis
on hospitality course curricula. Interviewees believed that course content during
their tenure in college was inconsistent with the hospitality industry and as a
result they have had to engage in additional studies to increase their knowledge
and avail of promotional opportunities.

They believed that the industry had
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developed at a significant rate in the last number of years, becoming very
technologically advanced in front office and sales, business and finance oriented
in all areas including non traditional areas such as food and beverage (restaurant
and kitchen) and housekeeping.

From the graduate’s perspective, educators

needed to establish a hospitality course curriculum to enable graduates develop
an appropriate balance of functional managerial, operational and personal skills,
believing that, formal qualifications will develop an increasingly significant role in
the career development of prospective hotel general managers in Ireland.
Assessment of hospitality course material covered, they believe, should be
reviewed and updated regularly to keep pace with the changes in the hospitality
industry.

6.3 Limitations of the Research

While this study provides a contribution on both education and industry, there
are, however, some limitations to the research carried out. The main objective of
this research was to establish why there are so few female senior managers in
the Irish hospitality industry, which naturally limited the research to females only.

Second, the sample in this study is limited to the experiences of twenty one
female middle and senior managers in the Irish hospitality industry. Whilst small,
qualitative research allows for small sample sizes, as the focus is on analysis of
insights. While the study provided salient findings, the findings cannot be applied
to all female managers in the hospitality industry.

Third, this study established whether hospitality education programmes are
preparing candidates sufficiently for the hospitality industry and if the course
content is relevant to the ever changing hospitality industry of today. The sample
was limited to one hospitality education provider therefore not representative of
all hospitality schools in Ireland.

230

6.4 Recommendations for Practice

A review of the current findings has highlighted that the Irish hospitality industry
needs to address certain areas within its organisation to assist and enable
females advance their careers to more senior management positions. As cited in
the current study, many of the organisations have organisational policies, worklife balance policies and mentoring policies in place, however, the result of the
current study showed that more was needed to enable all levels of employee
avail of such policies without fear of retribution and to be seen as pro-career
advancement of females within the organisation.

Organisations need to have very clearly defined HR policies, identifying all
policies from recruitment an selection policies to career development and
management

for

employees,

equality

and

family

friendly

policies

and

implementing these stringently across all areas of the hospitality industry.

When a promotional position arises, therefore, there should be a clearly defined
structure in place which identifies who in the organisation is suitable to apply for
the position and more importantly enable both male and female equally with or
without family responsibilities to apply for the position without fear of being
overlooked as a result of external commitments.

Such a re-focus by

organisations, should see an increase in the female career progression to more
senior management positions within the Irish hospitality industry.

A further implication is, that there is yet, more organisations can do to retain
qualified females with family responsibilities. As the Irish and global economy is
currently in a recession and unemployment levels are high, it is uncertain that
employers would be responsive to the needs of their staff and voluntarily adopt
work-life balance practices, however, they should evaluate the experience of
their present team and work with them to maintain an experienced workforce and
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ultimately gain competitive advantage.

Instead of viewing their contribution

negatively, they should be assessing ways of utilising their skills and
qualifications more effectively in the workforce.

To achieve this would be

proactively promoting a gender balance in the uptake of work-life balance/ family
friendly policies.

Senior management is ultimately responsible for creating and maintaining an
organisations culture. Many inherit an organisations culture, however, it is their
responsibility to create a culture where those at senior management level, both
men and women, feel able to avail of promotional opportunities, without fear of
being overlooked in favour of their single female or male colleagues.

Those involved in the management of change, promoting organisational culture
and organisational development should consider how restructuring elements of
their organisations culture impacts on women in management and organisations
and, when redesigning human resource approaches to support operational
changes, should consider gender in the analysis and implementation of
organisational engineering. Examples of new organisational policy development
include the recruitment and selection, performance management, promotion and
planning, training and development and aspects of restructuring and changing
organisation.

It was determined by the research findings that females with children were just as
ambitious as females without children.

It is, therefore, in the interest of

organisations to eradicate any discrimination based on family responsibilities.
Only in doing so, will organisations be able to fully utilise the talent in their
workforce.

If organisations want employees to avail of family-friendly/work-life

balance programmes, senior management should emphasise that such policies
and practices are more than “lip service”. Key areas of concern were the non
availability of flexible working policies, and lack of flexibility in the structure of the
working day, particularly at senior management levels. Organisations need to re-
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evaluate how they do business and provide a work structure which enables
females with family responsibilities avail of senior management positions while
allowing them to balance their home life responsibilities too.

This, in turn, should lead to a strong, dedicated, experienced workforce with
ultimately lower labour turnover and reduced recruitment costs. As evidenced in
previous research by Thompson et al. (1999), an organisations culture plays a
large role in family friendliness and should support employees who wish to take
advantage of these policies and practices.

The current research has highlighted that mentoring has been an important
benefit to females and to their career progression.

More formal mentoring

programmes, however, could be established within the hospitality industry to
encourage and aid those females advancing their careers.

Senior females in

organisations should seek out younger women to mentor and sponsor even if
their organisations do not have formal mentoring programmes.

Mentoring as

evidenced in the current study promotes loyalty to an organisation and better
managerial advancement opportunities, therefore, it is particularly critical for
women in the earlier career phases to have access to successful female role
models and to see concrete evidence that organisations are supportive of their
desires for career and life success.

They can work to create fair and just

organisational policies that contribute to quality of work environments for all
workers. Senior females managers in the hospitality industry need to work more
with their general manager and their human resource department to highlight this
requirement.

It is the employer’s responsibility to introduce and strengthen the

key areas of human resources management by addressing employee retention,
which they should do in conjunction with all departments within the organisation.
Quality programmes provided

by organisations such as the

Irish

Hotel

Federation, the Restaurant Association of Ireland and Optimus should be
supported by employers as an integrated working process in tackling the issue of
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employee retention and career progression of females to senior management
positions.

Finally, Failte Ireland needs to support the tourism industry in reviewing
approaches to workplace flexibility so that practices become more employee
focused and friendly. Failte Ireland also needs to work with tourism employers
and associations in order to create recognition for the value of understanding
what employees of all levels and ages require from work and adopting practices
that accommodate these requirements, in particular females with work-life
commitments.

6.5 Agenda for Further Research

This study provides a suitable base for further research studies that would
contribute to the literature on female career progression in the hospitality
industry.

First, this study provides a good base for future research into the

impact of organisational policies on the careers of both male and female
graduates in the hospitality industry in Ireland, specifically focusing on promotion,
retention, and work-life balance policies and whether the development of new
approaches by ogranisations to tackle these issues will be pertinent to both
genders. A number of organisations could be sampled in order to identify any
inconsistencies in their current organisational policies.

Organisations in the

hospitality industry would benefit from such a study, enabling them to retain and
utilise the full potential of their employee talent, both male and female. It would
also enable human resources to address these issues when redesigning
approaches to career structures and management within the organisation.

Second, it would be interesting to examine more recent graduates and analyse
the course content and whether they feel they are more prepared for a career
within the hospitality industry than their predecessors. Additionally, it would be
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interesting to replicate this qualitative study in other countries, and also to
replicate it with other third level hospitality education providers, to further
examine the model and to overcome the limitation of generalising from one
institution. It would also assist in determining if these findings are unique to this
particular college and to Ireland.

Third, the results of the current study provide support for the belief that women
with children experience additional barriers to advancement.

More research is

therefore required in this area. For instance, longitudinal studies are needed to
determine if women reduce their work hours because they do not advance, or if
they do not advance because they reduce their work hours. This topic will also
benefit from an analysis of the interaction of marital status and children. Whilst
the study identified that marital status is not a barrier to advancement for women,
being a single mother could possibly provide additional difficulties to attaining
senior management positions.

Fourth, to fully understand if additional barriers prevent women from career
advancement, studies need to include women who have left the hospitality
industry. Until then, it is not possible to understand the process of advancement
of those females who manage to successfully combine family and work
responsibilities in the current work environment.

Fifth, this study focused on the views of female middle-level mangers. It would
be interesting to interview men at middle management level in the Irish hospitality
industry, to investigate their experiences of the attitudinal, and structural and
institutional factors that their female counterparts have identified in this study.
Interviewing a similar number of male middle-level managers, in the hospitality
industry would be of particular interest and would

generate significant

comparative data.
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Finally, the impact of female mentors was highlighted in this study with all of the
interviewees working with male mentors with the exception of one.

Senior

female managers in the current study cited that mentoring is now a role they
undertake in their current positions, however, more research is needed to
examine this interesting aspect of and the impact of female mentoring on future
female career progression.

Previous research has highlighted the positive

aspects of mentoring, however, experience was from a male mentor perspective
only.

6.6 Overall Conclusion

The Irish hospitality industry has experienced a scarcity of female senior
managers over the years, however, little has been written on the issue which has
lead to the analysis in the current study of female career progression within the
industry and the barriers impeding their advancement.

It is clear from the current study that females in middle management positions in
the Irish hospitality industry are experiencing a series of organisational barriers,
resulting in their decision not to pursue a senior management position. These
organisational barriers have had a direct impact on the number of women who
are available to be promoted to senior management roles. Some of the barriers
identified include a lack of cohesive human resource policies, inconsistent worklife balance policies and a distinct lack of female mentors in the hospitality
industry and an inconsistency in career development programmes for all
employees.

Organisations

have the

power to

impose as well

as overcome these

organisational barriers and therefore should evaluate the negative impact such
barriers are having on female career progression within the workplace and take
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positive steps to work with and encourage women in progression their careers to
the most senior level.

The cost of recruitment is high, whether through media or agency fees as is often
the case when organisations are selecting a certain calibre of manager.
Organisations in the Irish hospitality industry require clear concise human
resource policies from recruitment through to family friendly policies and
subsequently career development programmes for their employees, both male
and female. Whilst many have made a start in introducing such policies, there is
evidently a lack of consistency in these being implemented and carried through
on a daily basis. Whilst such policies are available to both males and females,
females have experienced a barrier to actually benefiting of such policies due to
their male counterparts having no interesting in availing of them. Organisations
need to focus on implementing these policies fully and without bias which will
result in reduced recruitment costs and the result should be a successful
outcome for both organisations and for women in successful retention of a loyal
and skilled management team.

While women continue to be under-represented in leadership positions within the
Irish hospitality industry, one of the most critical aspects identified to the
advancement of women in leadership positions within the hospitality industry is
the mentoring relationship.

As the number of women entering this industry

increases, a growing number of professionals recognise the inherent benefits
and challenges between the mentor and the protegee. The demand for female
mentors creates a problem due to the shortage of women in the upper levels of
the organisation.

When there is a shortage of women at upper levels of

management, women in these positions are overburdened with women seeking
mentors. An obvious problem is that there are not a lot of women to take on
mentoring responsibilities.

For female protegees, mentors can assist in

overcoming barriers to advancement in organisations. It is particularly important
for female protegees to have access to female mentors, because these mentors
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can provide critical role modeling functions and will not elicit the detrimental
sexual issues common to female protegee mentor relationships.

The findings in the current study indicate that, indeed, women do seem to be
taking up the role of mentor in greater numbers, representing a shift over the past
ten years. It is important to encourage and support women to continue this trend,
as mentoring may be a process that helps break systemic barriers that women
face in organisations.
mentors.

Mentoring relationships are also important for female

These relationships offer a host of potential benefits for the female

mentor, such as career rejuvenation, organisational recognition, improved job
performance, and a loyal base of support.

It is important for the hospitality

industry to recognise that women may want to become mentors, but that a
number of gender-related obstacles may prevent them from obtaining this goal.
Organisations can support this relationship by providing mentoring training aimed
at increasing women's self-perceptions of what they can provide to upcoming
females within the organisation, and by formally recognising mentoring activities
in performance appraisals and salary decisions. By legitimising and rewarding
the mentoring relationship, organisations can make the benefits of mentoring
greater than the costs.

It is obvious, therefore, that the practical application of female mentoring within
the organisation requires the intervention of HR and to ensure its effectiveness
and consistency, it needs to be applied within the context of an organisational
policy. An organisational policy could, for instance, encourage the development
of female mentors in the desired direction since mentoring affects organisational
commitment. The training of mentors and proteges is an essential ingredient of a
successful mentoring relationship (Dancer, 2003).

The findings of this study

support the need to train more females in management positions to mentor
female protegees. This should improve mentoring relationships, enhance their
outcomes and make the possibility of organisational commitment predictable.
Jeruchim and Shapiro (1992) noted that female mentors often "lack the power to
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link their proteges to important people or to sponsor them for key committees or
projects." Jeruchim and Shapiro, however, believe that female mentors provide
more

bonding,

nurturing,

and

confidence-building

and

in

turn

greater

organisational commitment.

Respondent demographics suggest that the females in the current study are well
prepared and positioned to make changes in organisations.

They are highly

educated and key stakeholders in their organisations. Given their position, they
are uniquely poised to take advantage of (or benefit from) this particular
dimension of mentoring relationships. For them, it is important to see examples
of how to effectively navigate their careers.

While the glass ceiling is not yet

broken, this is a step in the right direction for female mentors in the hospitality
industry.

It is necessary to examine the experiences of women across the

spectrum of organisational levels and review at what stage mentoring should
begin within the organisation to have any impact.

As previously identified, there has been an unprecedented increase in the
participation rates of females in third-level education in the last number of years.
As previous literature indicated, female participation in third level education in
Ireland increased to over 55 percent in 2007, with a corresponding increase of
females participating in the hospitality management programme in the Dublin
Institute of Technology to 75 percent over the same period. This coupled with
the increase in female labour participation across all industries, however, notably
the Irish hospitality industry, has led to the analysis of third-level hospitality
courses.

Despite the increase in females in the Irish hospitality industry, there has not
been the same advancement of females to senior management positions. As the
industry continues to develop and managerial roles and the hospitality industry
become more complex, the nature of the departmental management role will
increasingly require the skills and knowledge that graduates bring.

While in-
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house programmes will continue to offer internal development, qualifications will
be increasingly important in career progression, especially for more senior roles
and for hotel chains. The hospitality industry continues to change rapidly, and
additionally the role of managers also changes. Part of this signals a move from
convergent to divergent forms of thinking. While some organisations within the
hospitality industry strongly favour graduates from the more controlled regime of
the ‘hotel school’, moreover, they are looking for more than the traditional
education and looking for graduates to now be able to think ‘outside the box’.

Higher education for the hospitality industry has often been criticised for
spending too much time on the ‘practical’ and less on ‘academic’ business
subjects.

Previous literature has cited that business acumen and commercial

awareness in the hospitality industry is fundamental to the future success of
managers at all levels and to the success of the industry as a whole. It would
appear from the current study that these accusations are merited and that current
higher education practice in the hospitality industry is moving away from
developing technical skills to a detailed appreciation of operating systems and
concepts is actually what the vast majority of the industry now requires of its
managers. It is clear that graduates, particularly in the first level of managerial
positions, need to be able to cope with the technical operational complexity of
hospitality operations, however, should they wish to progress to the more senior
echelons that high level knowledge and skills are required.

This has

subsequently prompted an evaluation of the course content in hospitality
education third-level courses as programme content and quality of student
preparedness have been debated.

The current study indicated that course

content was deemed lacking and out-of-date.

As previously identified in Chapter 2, the hospitality industry has experienced
tremendous growth both in size and complexity during the latter half of the
twentieth century. This, in turn, has fuelled a dramatic increase in the number of
females participating in hospitality management programmes at third-level.

In
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addition, changes in the work environment, increased competition, a demanding
and increasingly sophisticated clientele, advances in technology and the
changing expectations of investors, employers and employees have profoundly
impacted education and training as it relates to the industry.

Degree programmes, including those in hotel and hospitality management, are
intended to satisfy an industry need for skilled future employees and, as a result,
there is a need to ensure the academic curriculum not only meets educational
expectations but also industry and student expectations regarding the skill sets
needed in the workplace. The degree in International Hospitality Management,
which is a feature of the current study, is believed to offer enhanced career
opportunities in the wider services sector.

The findings of the current study

indicate that this course may be too broad for the hospitality industry and that the
third-level courses should aim to integrate the teaching of skills and knowledge in
a way that is more realistic and more relevant to the hospitality industry of today.

While quality and excellence have always been a keen concern for educators in
hospitality higher education, the debate on how to manage or improve quality has
intensified in more recent years. As the industry continues to evolve, hospitality
programme curriculum has come under intense scrutiny from key stakeholders
namely educators, students and industry professionals.

As already cited, two

possible reasons have been advanced for this increased attention, the need to
satisfy institutional and industry demands and also the industry as an academic
discipline is relatively young compared to other established disciplines. In order
to meet the needs of the various stakeholders, educational institutions have
responded with programme curricula reviews and revisions.

The findings in the current study suggest a re-focus on hospitality curriculum,
ensuring better learning outcomes for students of hospitality management
courses, and maximising retention of graduates once they are in industry. The
primary objective of third-level hospitality colleges should be to re-evaluate their
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course curricula on a regular basis and ensure that the material contained within
these courses is relevant to the current and fluctuating hospitality industry. As
previously highlighted the hospitality industry has undergone significant changes
in the last number of years, with employees requiring a much more in-depth
understanding of business and finance across all areas as the industry becomes
more polished and business oriented. The industry has certain characteristics
that will influence the qualities needed by managers at all levels, and thus, the
curriculum for hospitality graduates. There is a clear shift in hospitality education
where general management skills are introduced to complement the practical
components. There is now a greater reliance on greater co-operation between
education

providers

and

industry to

design

educational

curriculum

that

challenges participants and maximises the learning that can be gained through
the synergies of a collaborative industry-education approach.

Training is a

continuous process and people’s skills need to be continually updated to avoid
becoming obsolete just like technologies which become outdated if development
is not ongoing.

It is imperative that graduates are prepared for integration into the hospitality
industry as it is today on completion of their term of third-level education. Many
of the interviewees in the current study indicated they had to undertake additional
studies to their third-level education to gain an understanding of varying aspects
of the business to enable them to progress in the organisation. For some of the
interviewees in the current study, this has presented itself as a barrier to their
career progression due to lack of time as a result of external commitments.
Whilst there will always be an element of further education, the majority of ‘how
to do business in today’s’ hospitality environment’ should be deemed essential
and covered in hospitality course curricula.

As part of the International Hospitality Management programme, all graduates
are required to partake in a six-month placement in the hospitality industry, which
enables them to utilise the skills learned and to adapt them to the industry.
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Employers should use this opportunity to evaluate the skills of these work
placement students to assess the quality of the skills they have and identify what
is useful and practical and more importantly what they lack.

This should be

communicated to the hospitality education partners to ensure that they re
evaluate and update where necessary the course content. The aim of hospitality
education providers should always be to build and sustain a quality and
meaningful management programme through self-assessments of where its
programme stands relative to best practices and key requirements of the
hospitality

industry.

Planned,

systematic

self-assessment

of

hospitality

management programmes is a self-strengthening process - enabling hospitality
education providers to constantly learn and improve their offering to the
hospitality industry and their graduates which should develop into a process of
continuous improvement. This should enable them to identify both strengths and
opportunities for improvement, creating a basis for evolving toward higher levels
of career progression of their graduates in the industry.

Whilst education is one area for consideration, organisational policies are also
key to the success of female managers.

The findings in the current study

illustrated little evidence of direct discrimination in management careers on the
grounds of gender. There were, however, examples of work practices adversely
affecting the career development of some female graduates. The industry has
not yet reached a stage of maturity in or awareness of equal opportunities
practices and it is likely that the career progression of some female graduates is
likely to be impeded. While HR professionals in the hospitality industry in the
current research were fully aware of the contributions that female graduates
could make to their organisaition, there were a number of individuals in
operational roles who did not have the same awareness. This has lead to the
less than perfect implementation of HR policies. Whilst the female graduates in
the current study are highly educated and are becoming more sought after in the
industry, there is a required strengthening of organisational policies, in particular
HR policies in the hospitality industry that recognises their contribution to the
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industry.

HR departments will be required to take a stronger stance, enforce

their policies and more importantly educate the team as to the benefits of having
such highly qualified female graduates as members of their organisations.
Female hospitality graduates need to be encouraged by the support of industry
and education in securing their future within the hospitality industry.

As the

industry demands greater employee time in terms of working hours, females are
demanding a greater voice in shaping the character of their working lives. Thirdlevel hospitality graduates spend four years in higher level education and are
afforded the same hospitality degree as their male counterparts, however, the
females in the current study identified that they have not been presented with the
same career opportunities as their male counterparts since leaving college and
beginning their careers in the hospitality industry.

The findings suggests an

evaluation of female graduates at both the early and middle stage of their
hospitality careers to assess their skills as well as to further develop equal
opportunities

and

procedures

in

the

organisation.

This

prompts

the

implementation and enhancement of career development programmes within the
hospitality industry.

Few companies in the hospitality industry have found the

right strategy for understanding and effectively managing this diversity of female
talent that is eager and motivated to progress to senior management positions
within the hospitality industry. Whilst previous literature has cited that it is the
individual manager’s responsibility for managing their individual careers and
employability, it should be a joint process between both the employee and the
employer to enable them to align their goals with the goals of the organisation.
The

hospitality

industry

needs to

develop

internal

career development

programmes in order to create attractive career paths in order that female
candidates will see that employers are affording them the opportunity of advance
their careers to senior management positions. In order for a female to manage
their career, career progression and development are essential to enable them to
progress within an organisation (Marks and Spencer, 2007).
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The findings from the current study suggests that career development
programmes should be part of an organisations HR policies and be on going for
employees in the hospitality industry. In addition, the current research should be
repeated every three years in order to ‘take the temperature’ of female career
progression and industry needs.

Without the cooperation of the hospitality

industry and in particular the HR department to develop such programmes and
policies, little will change in terms of female career advancement. Organisations
need to take this step towards investment into leadership and personal
development and training that supports the longer-term career aspirations of
female

hospitality

programmes

stand

graduates.
a

much

Companies
better

chance

offering
of

career

retaining

development
qualified

and

knowledgeable female managers.

If the hospitality industry focuses on improving and formalising organisational
policies, to include career development programmes in the workplace and the
hospitality education industry re-aligns their hospitality course curricula to the
needs of the industry, female managers should then be afforded additional
opportunities to advance their career in the hospitality industry. This will be as a
result of initially being able to avail of more relevant hospitality education and on
entering the hospitality industry, working in a more structured organisation which
has distinct and consistent HR policies in place, which includes a dedicated
career development programme to assist them advance to a more senior
management role. This will not be a quick solution and will take time, however, it
will take the commitment of both industry and education to achieve.

The hospitality industry needs to maintain pressure on third-level hospitality
education practitioners to adapt and supply them with qualified graduates who
possess the necessary qualifications to facilitate them in bringing their business
from strength to strength. In turn, the hospitality industry needs to support the
influx of female graduates into a non-discriminatory, equal opportunities
environment which allows them to succeed and develop within the industry and
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achieve their full career potential. The hospitality industry needs to ensure that
they develop HR policies, practices (including mentoring programmes and career
development programmes for females) and strategies that will enable higher
levels of employee retention and create greater efficiencies in meeting strategic
business objectives. More importantly, the HR department needs to ensure that
these policies are actively and consistently implemented and are not just lipservice to female graduates, implemented on an ac//7oc basis.
Female career progression poses new challenges for the industry, however, the
hospitality industry should benefit from retaining female graduates as valuable
employees and managers in the long term. There is a progression within the
hospitality industry towards new ways of thinking about female career and career
management but, yet there is not a fundamental shift in the nature of career.
This, as already indicated, has implications for management development,
education and career development activities for individuals, education and
industry.
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Appendix:

Interview Guide:
Background Information:

•

What is your age?

•

What is your marital status?

•

Do you have children?

•

Have you ever worked in the hospitality industry?

•

Do you currently work in the hospitality industry?

•

In your current/ last workplace, how many managers are/ were there?

•

In your current/ last workplace, how many female managers are/ were
there?

•

Are you interested in progressing to the senior management team?

Education

•

What steps could hospitality education programmes incorporate to
prepare women for management positions in the hospitality industry?

•

What steps could hospitality education programmes take to assist
women’s career advancement in the hospitality industry?
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Marriage and Family

•

Do you believe that marriage has had an impact on your career
development?

•

Do you believe that caring for a child now or in the future would affect your
career development?

Career Barriers

•

Can you identify any barriers that impact on an individuals career
advancement in the hospitality industry?

•

What are the key issues that impact on the performance and progression
on individuals in the hospitality industry?

•

How have these obstacles impacted on your career to date?

•

Do you have flexibility during your working week?

Gender Issues in the workplace

•

Have you ever worked as a manager in the hospitality industry?

•

Are the factors that contribute to career advancement different for males
and females?

•

Do you believe that females face more obstacles to career advancement
in the hospitality industry than their male counterparts?
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•

Do you believe that female managers treat female employees differently
than male employees?

•

Do you believe that male and female employees respond differently to
female managers?

•

Can

you

identify any factors that contribute to women’s

career

advancement in the hospitality industry?

Organisational Culture

•

How would you describe the culture of your organisation with regard to
career progression for women?

•

Can you identify some factors that would cause you to consider leaving
the hospitality industry?

•

Do you believe you have the same opportunities as your male
counterparts in the promotion process to senior management level?

•

Does your current employer support a career development programme for
females?

Networking

•

Has networking assisted you in terms of promotion in your organisation

Mentoring

•

Have you a mentor in your current position?
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Do you believe that having a mentor has been influential in assisting in
your career progression?
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